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DISPLACED AND STREET CHILDREN'S PROJECT, "PROCIPOTES" 
PROJECT ASSISTANCE COMPLETION REPORT 

OPG NO 519-0420-G-00-4111-00 

I SUMMARY OF THE PROJECT 

A Project Purpose 

The purposes of the Project were 

To support a network of local NGOs, committed to helpmg h~gh risk street and 
displaced children, to Improve thelr livlng condit~ons by providing access to 
educat~on, vocat~onal training, and employment opportunit~es, whlle lmprovlng their 
mental and phys~cal health and emot~onal securlty through counselmg and educatmn 
PROCPOTES also served as an advocate to promote publ~c awareness of children's 
r~ghts and the need for servlces for them 

To strengthen an NGO network by improvmg the partlcipatmg organizat~ons' 
~nstitutlonal management as well as techn~cal and admln~stratlve skdls that would 
enable them to sustam long-term lnit~atlves 

Project Components 

The Project had five components 

1 Educatlonlrecreation to promote access to educat~on and recreational activ~t~es 
2 Health (Mental and Physical) counseling and health screenings 
3 Socio-economic support* vocational trainmg and small loans 
4 Community partlcipatlon to create awareness In the community of the problems and 

to seek commun~ty solut~ons 
5 Institutional - coordmat~on to coordinate with other GOES institutions, w~th other 

NGOs, and other donors 

Thls integrated model of servrce dellvery coupled w~th mtersectoral coord~nat~on and 
community part~clpation proved effective In enablmg benefic~ar~es to lmprove the~r livmg 
conditions 

*The loan component was dropped in 1996 because the partic~pating NGOs lacked 
experience and resources to manage the revolving funds However, In future projects ~t IS 

worth cons~dering lncorporatlng this component 



C Analysis of the Present Status of the Project 

Of the five NGOs who part~c~pated In the project, four contlnue to provlde semces 
However, the four NGOs have elther reduced the number of people they serve or have 
altered the services they provlde based on reduced resources Dunng the project the 
NGOs served an avelage of approxmatelj 300 children per NGO as well as thew 
famlles The f~ l low~ng table deplcts the current number of youths served as of May 
1999 

NGO Number of youths served now 

Asoclac~on para la Autodeterminaclon y Desdrrollo 
de Mujeres Salvadoreiias (AklS) 100 
Asoc~acion para la Organizaclon y la Education 
Empresar~al Femenina (OEF) 266 
Asociaclon Salvadoreiia Pro-Salud Rural (ASAPROSAR) 135 
4soclaclon AGAPE de El Salvador (AGAPE) 120 

OPRODE (Organlzaclon Profes~onal de Desarrollo) has dlscontlnued the project in La 
hbertad but the Salvadoran Institute for the Protection of Youth has replaced them 
Currently fewer serwces dre bemg prov~ded for the ch~ldren 

II FINANCIAL STATUS 

Obligated to date 
(as of July 21, 1999) 

Expenditures to date Pipelme 

A final llqu~dat~on for $44 092 35 IS In process and no future l~qu~dat~ons are antic~pated 
The ilqu~dation was delayed wh~le waltlng for Washington to determ~ne the latest NlCRA 
rates and the Miwon was awa~tlng the final Project Assistance Complet~on Report from 
the Grant reciplent MSCI (recewed 711 6/99) 

Pn: PROJECT ACCOMPLISHMENTS 

PROCIPOTES was able to rehabhtate children and reunite them w~th their famil~es 
and/or Into soclety PROCIPOTES was also able to reduce soclal and educat~onal r ~ s k  
factors that favored ch~ldren's return to the street as well as to Improve health status 

Page IV of the attached PACR prepared by MSCI l~sts absolute numbers of children 
whose hves were Improved based on varlous measures such as recovery from drug 
add~ctlon passmg the~r school grade, and benefited by medlcal consultation and 
treatment Annex 7 of tbe PACR enumerates numbers of beneficlarles who partic~pated 
in and benefited from the Project 



Other accomplishments mlude the 

- Development nf an effective NGO service delivery network 

- Creation of motivated field staff through on-going traimng and supervision 

- Des~gn, introduction and implementatron of innovative strategies and methodologres 
for dealmg with street chldren's problems tailored to Sahadoran chldren 

- Extensive community partic~patlon in the project 

IV EVALUATIONS AND AUDITS 

A Evaluations 

In 1996, the Project underwent a mid-term evahation The evaluation team determ~ned 
that the Project indeed was reachmg its intended populat~on of hgh nsk street and 
displaced chldren vla a network of NGOs but they suggested a senes of changes to make 
the Project more cost effective and more accessible to more chldren, lncludrng 

- explore the use of other mechamsms of service dehvery that are more cost effectwe, 
- mcrease the number of beneficlanes served, 
- focus less on ~ndividual lntewentions and more on group interventions, 
- discontinue the batteries of tests applred to the ch~ldren, 
- rewnte the mdicators to be more specific and measurable, 
- emphasize progress in quantifiable terms m the reports, and 
- simplifL the formats to the extent possible Only data that IS useful to the Project's 

adrninlstration or the tecbcal  evaluations should be recorded 

Most of these observations were Implemented and the NGOs reported that the Project 
was not negatwely unpacted by the changes Solvmg the Indicator problem proved 
elusive, in fact to date there are no standard lnd~cators in the regon tor measuring Impact 
of th~s  type of Project 

B Audits 

Independent financial auQts were carned out throughout the Project for each NGO Pnce 
Waterhouse Coopers concluded that str~ct accountmg methods and controls had been 
Implemented by the Project staff and partlcipatlng NGOs, and the accountmg procedures 
employed provided sufficient Internal controls for the PROCIPOTES staff and the NGOs 
to properly account for the use of Project k d s  for all purchases and actmties 



V LESSONS LEARNED 

The value of investmg m mstltut~onal strengthenmg 
USAID/El Salvador has invested seven years in mstitutional strengthening of NGOs ar,d 
the fact that four of the five NGOs continue with the project suggests the investment pard 
off 

The ~mportance of perssmnei development and traming 
H~gh personnel turnover was costly to the program 

Commnn~ty mvolvement can be encouraged and coordmated 
Commun~ty participation was key to achlevmg results includmg the use of volunteers and 
donation of space and personnel by City Halls 

Indlvrdual therap~es for the ch~ldren were costly and were not more effectwe than 
group lnterventlons 

Halfway houses d ~ d  not prove to be a valuable part of th~s  strategy 

Llmrted Sustarnab~l~ty of the Project after the USAID Fundmg Ended 
W l e  some of the NGOs continue w~th smaller scale verblons of th s  project these efforts 
do not address, on a larger scale, d~splaced youths' needs, and does not do so in a manner 
that IS ~nstituttonallzed by the GOES 

V RECOMMENDATIONS 

There continues to be a need for longer term intervent~ons that mclude more 
comprehensive Government of El Salvador efforts coordmated wlth the pnvate sector 
and with comrnunrty participation The PROCPOTES model provided an mtegrated 
model of service delivery that was effective for servmg small groups of youths, but ~t IS 

not replicable on a national scale Porhons of the model could be adopted by the 
Salvadoran Inst~tute for the Protection of Youth and by the Mmstry of Education 

There is a also a need for advocacy to enforce laws that protect youth and to increase 
knowledge by the general public about what children's nghts are 

A set of standard rndrcators should be ~dentlfied for measuring Impact of these programs 

VI POST-PROJECT MONITORING AND FOLLOW UP ACTIONS 

It IS antlc~pated that the pendmg Project liquidations w~l l  be processed by July 30, 1999 
Based on a phone survey out of the five NGOs called, four cont~nue to provlde servlces 
albe~t at a reduced rate One, due to financial constramts, hscontmued service provlslon 
Three of the NGOs providing services receive h d m g  for other health projects through 
local currency It would be of mterest to check with the NGOs agam next year after local 
currency has termmated to see ~f servlces to street and at nsk chldren contmue 



I ANNEX 

Project Assistance Cornplet~on Report prepared by Med~cal Servlce Corporation 
International (MSCI), July 16, 1999 
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EXECUTIVE SUMMARY 

lntroductson 

The twelve years of civil conflict that shook El Salvador in the 1980s and early 1990s 
had an enormous impact on Salvadoran families Loss of jobs, homes and famrly 
members coupled with the fear of violence and the collapse of national and local 
rnstitutions resulted in the disruption of community and fam~ly values and a rise in 
negative behaviors such as domestic violence, abandonment and crime Deprived of 
familiar social safety nets and support systems, more than 270 000 ch~ldren have joined 
the workforce, many under deplorable and dangerous conditions Over 6,000 
Salvadoran youths are believed to be "street children", deriving much of thew support 
and council from therr peers More than 2,000 street children are belreved to reside in 
metropolltan San Salvador 

In October 1994, USAIDIEI Salvador responded to the growing need for assrstance to 
this h~ghly vulnerable group with an Operatioial Program Grant entitled "Drsplaced and 
Street Children's Project" Known locally as "Proyecto de Chrcos lntegrados pot- 
Trabajo, Education y Salud (PROCIPOTES)" (Children Unified by Work, Educatron 
and Health), the Project was created to provide social and economic assistance to the 
growing number of street children and to help them reunite with their families and 
communities With funds provided by the USAID Displaced Children and Orphans Fund 
(DCOF), and USAIDIEI Salvador, Medical Servrce Corporation International (MSCI) 
proposed, implemented, and managed the PROCIPOTES Project 

Establishec! by the U S Congress in 1989, DCOF IS administered by the Office of 
Health and Nutrition of USAlDNVashington and focuses on issues of loss and 
displacement among three groups of children in the developing world street children, 
children orphaned as a result of HIVIAIDS, and unaccompanied children affected by 
war The two-fold objective of the Fund IS to improve services to these children and to 
strengthen local NGOs that provide services for them 

Prior to USAID1s PROCIPOTES effort, only one Salvadoran NGO, the Olof Palme 
Foundation, had implemented a program for the rehabilitation and support of street 
children PROCIPOTES not only provided services to displaced children between the 
ages of 6-18 years, but it also developed an innovatwe prevent~on program to keep an 
even larger population of at-risk school ch~ldren from falling through the soc~al safety 
net 

Project Descr~pt~on 

The Purpose of the PROCIPOTES Project was 

I) to support a network of five local NGOs committed to helping high risk street 
and displaced children to improve their living condition by providing access to 
education, vocational training, and employment opportunities, while improving 



their mental and phys~cal health and ernot~onal security tnrsugh counseling 
and educatron PROCIPOTES also served as an advocate to promote public 
awareness of chddren's r~ghts and the need for servlces 

2) to strengthen the NGO network by improving the participatrng organrzations' 
instrtutional management as well as technical and adminrstrat~ve skllls that 
would enable them to sustain long-term inrt~atives 

At its completion, PROCIPOTES' direct beneficraries numbered 13,800 includrng 9 000 
children and 4,800 rmmedrate famrly members The majority of :he latter category were 
single mothers Of the 9,000 children, 52% were boys and 48% were girls 

Approximately four percent (500) of the total d~rect beneficlanes were designated 
"children In crrsis" These children, easentrally abandoned by parents and relatives who 
were often addicted to drugs, requireo complete rehabilrtation The rest of the children 
were working chrldren, youths or students considered to be at high risk of becoming 
problem adolescents and adults 

Setvices were provrded by the Project through four components eaucatronlrecreation, 
health, socio-economic support, and community partlcrpatlon The health component 
included physrcal health and mental health sub-components 

The EducationlRecreation Component provided opportunitres for both formai and non- 
formal education Formal educatron programs consrsted of scholarships and tutoring In 
lrteracy and school-related sutqects Non-formal education programs included 
vocational counseling, outreach programs to promote the rights of workrng children, 
vocational training programs, and trarnrng programs for volunteers, family members and 
teachers Recreatr~n actrvltres included the organifat:on and sponsorship of sports 
events and field trrps as well as athletic and league competitions 

The Health Component consrsted of mental health and physical health activitres 
Support for mental health rncluded group and individual psycholrsgical services for 
children and their families, preventwe health programs, and educational programs for 
cnlldren and their parents Physlcal health activities included medical screening for 
disease (includrng HIV) and nutritronal deficrencies, and disease prevention services 
(such as community health awareness programs) that were implemented through 
motherslfathers committees, inter-institut~onal committees, and support groups 

An important aspect of the health component was the select~on and tra~nlngl of 
comrnun~ty volunteers whose mvolvernent In the Project was crucial to the success of 
actrvities rn all four components The Project's coverage was rncreased by the 
recrurtment of volunteers who were rnvolved In training and leadership promotion By 
the end of the Project, 675 volunteers were actively particrpatrng In Project activities 



The Soclo-economrc Support Component sought to enable beneficiarres and the~r 
farnllres to improve their livlng condltrons Elements of the program rncluded placement 
In vocatronal workshops, the development of rn~cro-enterprises, and small loans to 
mdrv~dual entrepreneurs Because the participating NGOs had irttle experience and 
staff to manage rotatmg funds, th~s component was dlscont~nued In 1996 

The Commun~ty Part~crpatron Component sought to rnvolve the communlty rn seekmg 
solutrons to the problems of street chrldren It included volunteer and cornmunrty 
mobrl~zatlon as well as instltutronal strengthening and development through the 
formatron of comm~ttees of parents, chrldren, volunteers and rnstltutions 

Results 

PROClPOTES was able to bring together many diverse groups to address the problems 
of street chrldren It accomphshed th~s by fostering and promot~ng inter-instrtut~onal 
cooperatron among both local and Nat~snal Government organrzatrons through 
sponsorshrp of specral programs and jomt workshops Project collaborators ~ncluded 
Cdy Halls, C~v~han National Pol~ce (PNC), the M~nrstry of Education, the M~nrstry cf 
Health, the Ombudsman for the Defense of Children, the Salvadoran Institute for the 
Protection of Mrnors (ISPM), and the Mrnrstry of Just~ce 

The Project created a unlque risk scale whrch permitted each chlld to be accurateiy 
evaluated and placed into a group wrth srmllar needs Based on this, PROCIPOTES 
then developed an integrated model of servrce delivery that Included formal and 
informal education, recreatronal and cultural actlvltres, physrcal and mental health 
programs, and a mechan~sm for facilltatlng communrty particrpatron in the Project's 
actrvltres 

One major factor In the Project's success was the preservation of maximum 
lmplementatlon flexlblhty whrch allowed the package of services to be tailored to the 
needs of chlldren rn each partrc~patmg communlty Thrs resulted in a sense of 
communlty ownership that was the cornerstone of the Project and its best hope for 
sustarnabrl~ty 

Another major accomplrshment of PROCIPOTES was the development of a model for 
delwering mental health servlces at the community level Thls model allowed ch~ldren 
and the~r famrl~es to overcome past abuses, wolence, and neglect and to assume new, 
more positwe roles as famtly and commun~ty members 

Fwe NGO commun~ty assoc~atrons ~mplemented the Project's activttres Thrs approach 
demonstrated the Important role of the communrty and the farnlly, rather than 
government agencies, In decrsron making and service dellvery to affect posrt~ve 
changes In the lwes of the street chlldren 



Durmg the life of the PROCIPOTES Project 

- 168 children recovered from drug addictions and never relapsed, 
- 1, 106 children received complete scholarships, 
- 1,066 chlldren completed and passed their school grade, 
- 656 beneficiar~es participated In, and completed, vocational training and work, - 1,883 children in crisis corrected their behavioral problems through therapy, 
- 3,500 children benefited from med~cal consultation and treatment, 
- 1,965 boys and g~rls were organ~zed into Children's Committees, 
- 1,423 parents were organized into Parent's Comm~ttees, 
- 420 institutions and organ~zations participated in committees, 
- 20,508 beneficiaries participated in health educat~on activitres, and 
- 30,252 people partic~pated in activities that promoted children's rights 

At the complet~on of USAID funding, four of the five partic:patiny NGOs had developed 
sources of funding that permitted them to sustain a sign~ficant portion of their programs 
The fifth NGO's program was absorbed mto the GOES' actlv~t~es for street chlldren 

Conclus~ons and Lessons Learned 

Perhaps PROCIPOTES' most sgn~ficant achievements were the rehab~litat~on and 
re~ntroduction of the partlc~pating street ch~lciren back into their families and soc~ety, and 
the reduction of the r~sk factors that favored the ch~ldren's return to the street 
Empowemg communit~es to become advocates in the fight against the abuse of 
ch~ldren, however, was probably equally ~mportant The Project also demonstrated that 
the control of other risk factors such as premature sexual actwity, early teenage 
pregnancies, sexually transmitted diseases, and management of healthy mterpersonal 
and fam~iy relationships are still major challenges In need of attent~on 

As In most programs that attempt to find solut~ons to problems, prevention is more 
effectwe and less costly than rehab~l~tation The investment of human resources 
through social mobil~zation was a particularly appropr~ate response to one of the most 
crucial problems facing children This approach is especially relevant In El Salvador 
because youth are now the predominant demographic segment rn the country 

During the Project's final year of operation, PROCIPOTES' tang1 ble results mcreased 
and the Project's staff and volunteers matured In thew abihty to deal with the problems of 
the street ch~ldren Th~s demonstrated the effectiveness of the or~ginal project des~gn 

PROCIPOTES' intervention strategy was a d~rect outgrowth of observations that NGOs 
had an untapped capacity to effectively mob~lize community resources to service the 
needs of ch~ldren at risk and at less cost than government provided social services 
The Project promoted and reinforced this capacity by strengthening the NGOs' 
managerial capabilit~es, promoting volunteer recruitment, supporting commun~ty 
mobil~zation, and encouraging coordination between NGOs and the government 



The number of beneficlanes, both d~rect and ~nd~rect, rncreased substant~ally as a result 
of the Project's mrd-term review That revlew recommended that group mterventrons 
rather than mterventrons target~ng mdrvrdual chrldren should be emphasrzed The result 
of the mcreased emphas~s on group mterventron and the rmproved NGO staff 
experience after 1997 ~nclude, by the three remamng project components 

EducatlonlRecreat~on Component. Durrng the Project's four years, some 38,500 
beneficrarres part~crpated rn th~s component Of this total, 22,900 or 60%, benefited rn 
the finai year of the Project From 1997 to 1998, Increases by ind~cator ranged from 1 % 
for benefic~ar~es that completed and passed therr current grade to over 700% for the 
number of volunteers who learned hok to support the~r commun~ty by part~crpatmg rn 
educat~onal tra~nmg events 

Health Component encompassmg both physrcal and mental health sub-components, 
the Health Component served a total of approxrmately 136,200 persons over the lrfe of 
the Project Of these, approx~mately 71,200 (52%) were seen in 1998 

Mental Health Sub Component during the four years of the project, approx~mately 
54,100 beneficraries part~crpated in its act~v~tres The benefic~aries of the mental health 
subcomponent mcreased from approx~mately 14,800 In 1997 to approxrmately 36,700 
In 1998, representing a 147% rise Frotn 1997 to 1998, the Increases by rndrcator 
ranged from 45% for benefic~ar~es record~ng an rncrease In self esteem to a 210% 
Increase In the number of beneficmes who part~c~pated In act~vrt~es relatrng to 
Irnprovlny commun~ty awareness about chrld abuse and famdy v~olence 

Phys~cal Health Sub-component approx~mately 82,149 rnd~vrduals particrpated 111 

the phys~cal health sub-component over the four year LOP The fact that 34,519 (42%), 
of the part~crpants were regrstered In 1998 IS ev~dence of the mcreasmg momentum of 
the Project Those who jomed the program in its later stages are beheved to have been 
less needy since the demand for med~cal sewrces mcreased by only 6% In the final year 
(32,000 In 1997 to 34,000 In 1998) In add~tron, after 1997, there was an overall 50% 
declme rn the number of volunteers and mst~tutronal supporters Poss~ble explanat~ons 
for th~s fact include the perception that the later recru~ts requ~red fewer d~rect services 
and the volunteers' perception that support for the Project would end rn 1998 
Nevertheless, it IS of rnterest that the largest proport~on of volunteers, collaborators and 
mst~tut~onal supporters was recru~ted In 1998 That number, approx~rnately 500, 
represented 27% of the total for the LOP 

Commun~ty Partmpat~on Component approximately 44 700 mdrv~duals took part In 
the commun~ty part~cipatron component durmg the LOP Of thrs total, approximately 
18,000 or 40%, part~c~pated In 1998 While services were actively delrvered throughout 
the closeout period, the number of volunteers, parent commrttees, communrty 
assemblres, and partrcrpatrng ~nst~tut~ons declrned In the final year Thrs IS mterpreted 
as a need for continuous attentron to volunteer recru~tment and an equal need to retarn 
exrstmg volunteers as well as replace those lost to attr~tron 



As part of the Community Partrcrpat~on Component, PROCIPOTES conducted several 
workshops in 1998 The focus of the workshops was to support gender equality 
regarding responsrbil~tres toward ch~ldren rn the famly The workshops also helped to 
define the roles of NGOs and community leaders and to underscore the importance of 
organizational development as well as financial and adminrstratrve sustarnab~lity In that 
process 

Several aspects of the PROCIPOTES Project are worthy of being replicated in other 
programs, as well as of recemg contrnued support from non-USAID sources These 
include the Project's emphasis on community participation and institutronal commrtment 
of both governmental and private sector instltutrons to the problems facing street 
children Another area that has potential for replicabriity and sustainabrlity IS the 
program of servrce delivery to the target population that involve a closer working 
relatronships between donor organizations, and the strengthenrng of the technical and 
manageiial capability of partrcrpatrng NGOs 

A Note on Cost Effectiveness 

As a pilot project, PROCIPOTES demonstrated several approaches that can be used to 
address a problem that gnaws on the socral fabrrc of most countries in Latrn America 
and the World 

Whrle the expenditure to beneficiary ratro appears to be less than cost effective, a 
project such as PROCIPOTES must be vrewed In the broader context of the social and 
economic costs borne by natrons facing the complex and growrng street children 
problem 

Street gangs, whlle socrally unacceptable, are one self-susta~ning (albeit negatrve) 
approach to prov~dlng support to street chrldren The cost to society in terms of stolen 
propertv, lives lost to drugs and prostitutron, and the expenses of prisons and expanded 
poke forces to deal with the fall out of crime have a cost to beneficrary ratro that far 
exceeds the Investment In PROCIPOTES or any other street children's program 

As with most soc~al Issues, the problem 1s a "pay me now or pay me later" propos~t~on 
The consequences of the "no action alternative" are staggering USAID and the 
Government of El Salvador deserve credit for having the foresight to support this 
experimental and ground breakrng project that successfully addressed some of issues 
related to street chrldren 

The problem of street children IS not uniquely Salvadoran In fact, it IS hemispheric if 
not global In nature Its legacy is as exportable as it is fnghtenlng, and the cost of its 
remedy will be borne by the internatronal community, one way or another 



I 0 BACKGROUND 

1 1 Environment 

As a result of the d~splacem ent and fragm entatm of fam~l~es dur~ng the 12 years of crvrl 
In El ~a~vador ,  srgnrficant numbers of children became homeless These 
who were orphaned, abandoned, or forced to rely on only one parent (usually 

therr mother) eventually made the streets their home At present, a large number 
mantarn some famrly t~es and return to the~r homes at the end of the day, whrle others 
remasn In the streets where they sleep, beg, or steal to survlve 

Followrng the slgnlng of the Peace Agreement In January 1992, unemployment and 
poverty became dom~nant soc~ai factors In El Salvador as d ~ d  the m~grat~on from rural ta 
urban areas The dlsrntegratlon of famllles due to death, d~sappearance, or socral 
turrno~l led to lncreaslng levels of stress amorg remarnrng fam~ly members Famrly 
d~slntegratlon resulted In physrcal or verbal abuse, v~olence, and In many cases, chdd 
abandonment One result was that many children were forced to work and earn income 
for the~r famdres or for the~r own support 

In the post war penod, domest~c v~oience has been ldent~fied as one of the factors whrch 
forcad ch~ldren Into the streets Efforts to mlnlmrzrng th~s trend have been lmted and 
~solated because the ~nstltlitrons that could provrde services to deal wrth thrs problem 
have lacked the knowledge, experrence, and technology to do so 

In 1994, the Olof Palme Foundatron and the Salvadoran Instrtute for the Protectron of 
M~not-s, lnst~luto Salvadorefis de Protecaon al Menor (ISPM), conducted research 
related to the Issue of street ch~ldren The research results lnd~cated that the major~ty 
of the children liv~ng In the streets were deprived of opportunlt~es to attend school and 
d ~ d  not have adequate farnrly support systems The study also revealed that ch~ldren's 
opportunrt~es for progress and personal developmerlt were l~m~ted and that the~r 
exposure to drugs, prost~tutron, v~olence, dehnquency and other destructwe phenomena 
was Increased by therr l~fe rn the streets 

1 2 Project Design 

In 1994. a comprehensive analysrs was conducted of the soc~al cond~tions faclng 
fam~hes served by the USAID-supported Maternal Health and Ch~ld Survwal Project 
(PROSAMI) Based on th~s analys~s, an unsoilc~ted proposal to address th~s problem 
was subm~tted to USAIDIES by MSCl The proposal focused on the rmplementatron of 
a p~lot project to Improve the lrves and futures of d~splaced and abandoned street 
ch~ldren 



The Project strategy was 

1) to support a network of five local NGOs to work w~th street and displaced 
children as well as those at r~sk of becoming street children by providing 
access to educat~on, vocational trarning, employment spportunitles, 
mental and physical health services, and emotional security through 
counselmg, traming, and mcreased awareness among the general publ~c 
of the problems and the rights of these children, and 

2) to strengthen the five participating NGOs by providing techn~cal assistance 
to improve therr techn~cal, financial management, and adrr~nistrative skills 

After rewew by USAID/ES, the proposal was fowarded to the USAlD D~splaced 
Children and Orphans Fund (DCOF) in Washrngton, D C The DCOF was established 
by the U S Congress in 1989 and is administered by the Office of Health and Nutrit~on 
of USAIDAiV The DCOF focuses on Issues of loss and displacement among three 
groups of children In the developing world street ch~ldren, ch~ldren orphaned as a result 
cf HIV/AIDS, and unaccompanied ch~ldren affected by war The objectives of the BCOF 
are to Improve services to these children and to strengthen local NGOS tnat implement 
services for tne chlldren and their famihes 

With assistance from the Olof Palme Foundation, the Displaced and Street Children's 
Project (PROCIPOTES) was in~tlated ~n September 1994 through Operational Prcgram 
Grant No 51 %O42~-G-OO-4lll-OO The DCOF approved $500,000 for a two-year 
perlod The Project was subsequently extended through December 31, 1998 The total 
funding allocated for PROClPOTES was $1,905,500 Project fundmg was aka 
provided by USAID/ES In the amount of $300,000 and $100,000 for the years 1997 and 
I 998, respect~vely 



2.0 PROJECT DESCRIPTION 

Under another USAID-funded project, PROSAMI, MSCI had developed mechan~sms 
and methodolog~es used to support a network of Salvadoran NGOs M a t e d  In 1991, 
the PROSAMI Project was des~gned to assist h~gh-rrsk rural commun~t~es In 
strengthenmg the~r ability to prevent, detect, and manage the most serlous causes of 
maternal-child illnesses and deaths PROSAMI ln~trally funded 36 NGOs and supported 
health projects In 1,208 commun~ties In El Salvador's 14 Departments through a 
USAID/ES Cooperative Agreement 

The select~on ~f NGOs to participate In the PROCIPOTES Project was based on critena 
that were used to create the PRBSAMI network of indigenous NGOs A profile of the 
NGOs which part~crpated In PROCIPOTES is found in Annex 1 

PROCIPOTES activ~ties were des~gned to be consrstent wrth Artrcles 24, 28 and 31 of 
the UN sponsored Ch~ldren's Rights Convention Those Artrctes state that health, 
education and recreat~onal act~v~ties are fundamental children's rights PROCIPOTES 
focused on the promotron of mutually supporting att~tudes, strengthening of values, and 
the development of intellectual and emotional behavior that would give ch~ldren greater 
opportun~ties to be productwe adults within society Prror to PROCIPOTES, only one 
NGO, the Olof Palme Foundation, had worked on rehabilitating street chrldren 

2 1 Goals and Qbpctwes 

Goals 

The lnit~al Project goals included Increased formal and informal educat~ona~ 
opportun~tres, ~mproved access to basic health services, and expanded opportunities for 
recreational actrvrties 

The project was structured to identify and prov~de the children with 

literacy and formal educatron programs, 
vocational mstructions and employment opportunltles, 
economic opportunitres through lines of credit and m~cro-enterprises, 
improvement in nutritron and health, and 
emot~onal stability through lndiv~dual and group counselmg and remtegrat~on into a 
healthy fam~ly environment 

The speclfic objectives with regard to the beneficlanes were to 

Improve the hteracy levels of the target populatron, 
promote cultural and recreat~onal activ~ties, 
improve the physrcal and mental health of the target population, 



Increase beneficiary access to job tramng programs and economlc development, 
and 
promote closer assoc~at~on w~th the commun~ty to provrde a safer, more productwe 
env~ronment for the ch~ldren's developmg years 

2 2 lmplementatmn Schedule 

Project ~mplementat~on cons~sted of two phases durmg the first year The first phase 
~ncluded program start-up (September 1994 to January 1995) Major act~v~t~es 
accomphshed durmg the first phase mcluded 

establ~shmg the field office and h m g  of two Project Coord~nators, 
standardizrng operatronal procedures for the field office and the part~crpatmg NGOs, 
conductmg mterv~ews w~th ~nst~tut~ons that had a h~story of workrng w~th ch~ldren, 
developmg an Annual Work Plan, 
rdentrfymg and selectmg partrc~patrng NGOs, 
recewrng and revlewmg proposals from the partupatrng NGOs, 
conductmg d~agnostic surveys of the commun~t~es and thew target populat~ons, and 
selectrng and tramng of NGO personnel 

The second phase of project rmplementat~on (February 1995 to September 1995) 
~ncluded ~mplementat~on, monrtor~ng, supervlslon, and evaluat~on of field actrv~t~es The 
major tasks conducted durmg th~s per~od ~ncluded 

slgnlng sub-grant agreements w~th the part~c~patrng NGOs, 
ass~stmg the NGOs to create job descr~pt~ons and staffing patterns, 
contractmg personnel for each NGO, 
ass~st~ng NGOs to develop the~r annual work plans, 
conductrng workshops to coordrnate object~ves and standard~ze the NGOs' techn~cal 
approach to th~s Project, 
conductmg d~agnostrc surveys of the commun~t~es, 
~dent~fy~ng the target populatron, and 
evaluatrng the mst~tutronal capac~ty and capab~l~ty of each NGO 

2 3 NGOs Selected to Partlapate 

The ~nitral NGOs selected to participate in the project during the first quarter of 1995 and 
the locat~on of the~r operations are shown In Table 1 



Table 1 
lnrbral Partmpatmg NGOs and The Locat~on of Thew Operat~ons 

Name of NGO I DepartmentslGeograph~c Locat~on 
- 

ACISAM In El Pa~snal 
ASAPROSAR 
FUNDEMUN 
OEF 
FUMA 

Metropolltan area of San Salvador 
Santa Ana 
Usulutan 
San V~cente 
San M~guel 

1 he NGOs that were active partlc~pants In the Project through September 30, 1998 and 
the location of the~r operations are shown In Table 2 

Table 2 
NGQs Wh~ch Partrcrpated In PROCBPOTES and 

the Location of The~r Operations at BACB 

Name: of NGO 

ASAPROSAR 
OEF OF EL SALVADOR 
AGAPE 
OPRODE 
AMS 

SANTA ANA 
USULUTAN and SAN VICENTE 
SONSONATE 
LA LIBERTAD 
SAN MIGUEL 

Two NGOS d ~ d  not complete the project through the PACD for the followmg reasons 

- the Program focus and geograph~cal s~te of one NGO, FUMA, changed, 
- the management direct~on, program focus and admrn~strative pract~ces of 

another NGO, FUNDEMUN, were not cons~stent w~th the evolvmg d~rect~on 
of the Project and its service ~ntervent~ons 

During the Project's four years of ~rnplernentat~on, elght NGOs partmpated (see Table 
3) 



Table 3 
NGOs That Partmpated In the PROCIPOTES Network 

ACISAM 
ASAPROSAR 
AGAPE of 

El Salvador 
FUNDEMUN 
OEF of 
El Salvador 

FUMA 
OPRODE 
AMS 

Training and investigation Association for Mental Health 
Salvadoran Assoelation Pro-Rural Health 
Christian Charity Association for Soclal Serv~ce 

Foundat~on for the Development of Women and Children 

Assoc~ation for the Organizatron and Education of 
Female Enterprises 
Maqullishuat Foundation 
Professional Development Organizatron 
Assoclat~on for Self Determlnat~or and Development of 
Salvadoran Women 

2 4 Profile of Beneficlanes 

In an effort to target h~gh risk areas where a srgnlficant number of children were Irving in 
the streets, the Project focused its efforts on marglnal urban areas as well as in the 
departments traditionally servlced by the partlclpatlng NGOs 

To optirn~ze plannlng and resources, the target population was divided Into three 
groups Based on UNICEF's 1994 guidelines, the class~ficat~ons were 

working children, 
children at risk of becommg street chlldren, and 
street children 

Workmg children are defined as those children who have a home but work for a livlng 
Chrldren at nsk of becomlng street chridren are those children who are prone to living in 
the streets as a result of their adverse environment and c~rcumsfances Street chlldren 
are those children who are homeless and live in the streets 

Based on this classificatron, NGO staff rnrtraliy selected 80 chrldren to partrcrpate rn the 
Project The number of children recruited by the NGOs by the second quarter of 1995 
was 125 Of these, 1 12 were boys and only 13 were girls 

This first group was recruited by the NGOs' informal educators from locattons where the 
children spent most of thew time such as markets, bus terminals, and parks The 
chrldren recruited met certain program selection criterla 

had previously taken part in the lnitlal dragnostrc survey, 



exhb~ted character~stics of abandonment, sexual or verbal abuse, dependence on a 
angle parent, or were working, 
had no police record, 
had no background of mental ~llness, and 
were not under psychiatr~c treatment 

The average age of the lnct~al group of ch~ldren was between 9 and 17 E~ghty-seven 
(70%) were class~fied as children at high r~sk because they were sntffing glue and 
solvents and did not attend school The remalnlng 30% were classified in the low to 
moderate r~sk category The major~ty of children In crisls among the initial group were 
boys 

The ch~ldren were later classrfied In one of three categories - at some risk, at h~gh risk or 
In crisis - depending on the characterlstrcs exhlb~ted In 1996, a r~sk scale was 
des~gned specifically for the purpose of more accurately plac~ng children Into the most 
appropriate category 

The mtral risk scale was refined In 1997 This revised risk scale (see Annex 2) lnvolved 
the following six elements and was used for the reminder of the Project 

famliy environment, 
psychosocral well being, 
economic situation, 

0 health, 
educat~on, 
community environment 

The revlsed r~sk scale is contamed In Annex 2 

The introduction of the refined rlsk scale allowed the use of a more standardized 
definition w~th which to define and pnorit~ze the benefic~aries and therr needs, and to 
deslgn more effectwe programs to meet those needs 

The mothers of the recruited children were organized into support groups These 
groups, which were usually employed in the local markets and plazas, were considered 
an essential part of the beneficiary population 

In 1996, the number of dlrect beneficlanes mcreased to 300, or 60 per part~c~patrng 
NGO The lncluslon of lmmed~ate famtly members brought the total beneficiary 
populatlon to 1,020 

In 1997 and 1998, the Project sh~fted ~ t s  emphasis from individualized service 
interventions to a group service model This modification was made In response to the 
findings of the mid-term evaluat~on team (The basts for the modificat~on of the strategy 
and methodology is discussed in Sect~on 6 0 ) This decision resulted in an increase of 
the Project's target populatlon to a total of 10,000 beneficianes (2,000 for each 
participating NGO) By the end of the Project, the target population reached 13,800 

7 



drrect beneficraries The drstnbutron of children included 9,000 boys/grris and 4,800 
rmmed~ate farnrly members, primarily srngle mothers Of tbe 9,000 child beneficraries, 
52% were boys and 48% were grrfs 

A total of 4% (500) were categorized as children in crisis who requ~red complete 
rehab~l~tatron due to the~r state of abanaonrnent and, In many instances, drug addrct~on 
The rest of the ch~ldren were workrng chrldren and youths or students at hrgh rrsk 



3.0 COMPONENTS 

The Project's major actw~ties were initially dwided mto four component areas 

Education/Recreation Component, 
o Psycho-socral Development and Integration Component (evolved rnto the Health 

Component In 1997 and rncluded both mental and physical health), 
Socio-economa Support Component (drscontrnued in 1996 I ) ,  and 
Community Participation Component 

3 I Educatron/Ree;reat~on Component 

The Project started in 1994 with the objective of promoting and facilitating access to 
education and recreational activities for street children within the geographic areas 
serviced by the inrtial partrcipatrng NGOs 

The Educatlon/Recreatlon Component rncluded formal and non-formal educational 
opportun~ties Formal education programs rncluded scholarships as well as tutoring and 
literacy programs Non-formal education programs ~ncluded vocatronai counselmg, 
outreach programs oromoting chldren's rights, vocat~onal trarning programs, and 
trarnmg programs for volunteers, family members and teachers Recreation activitres 
included sports events, field trips, as well as athletic and league cornpetit~ons 

The education/recreatron activities were designed to take place with the assistance of 
local service clubs, neighborhood schools and other organ~zations rnvolved In the 
provision of local services and programs 

Among the secondary objectives of th~s component were 

e literacy promotion, 
school attendance enhancement, 
access to cultural and recreational activities, and 
access to a non-formal education system includrng tutoring outside the classroom as 
an rncentive to enter the regular educational system Non-formal education was an 
option for those children who were not accustomed to the formal programs of the 
public school system 

In 1996, the goals for the EducationfRecreation Component were refined to extend 
access to formal and non-formal education programs to 300 ch~ldren between the ages 
of six and eighteen in the rrsk, high nsk, and cnsis categories Two major outcomes 
were planned for that year 

60% (180 children out of 300 of the target population) would become literate, and 
100% would part~c~pate in cultural and recreational activities 

' Reasons for d~scont~numg th~s component are explaned on page 12 



Follow~ng the Mid-Term Evaluation in 1996, the focus of attentron was revised The 
redes~gned EducationlRecreation Component was lnitlated in January 1997 and 
continued to the end of the project in 1998 Its objectives were to 

include 500 boys and girls from the in-cr~srs and h~gh-risk categor~es and the~r 
famltes In formal and non-formal educat~onal act~v~tles, 
mvolve 500 boys and girls and thew famil~es in recreat~onal and cultural activities, 
increase the support prowded by c~mrnunity institutions for educational, recreational 
and cultural act~v~tres 

The Project's initial target population was 500 boyslglrls from the streets and their 
immediate relatives The ind~rect benefic~arres, who were also served through the 
Project, includea school ch~ldrsn at high r~sk and their families as defined by the rrsk 
scale Together these hrvo groups totaled 13,8GO beneficiaries This population 
benefited from educational programs such as literacy circles, educat~on in physical and 
mental health, and organizatron and leadershy ad~ocacy rn the community 

During the four year LOP, approx~mateiy 38,500 beneficraries partrcrpated in the 
educational component Of this total, 22,900 beneficrarles, (60%), partrcrpated in the 
final year of the Project 

3 2 Health Component (Mental and Phys~cal) 

Originsilly called the Psycho-social Development and Integration C~mponent, the Health 
Component had sub-components for mental health and physical health Mental health 
mtewent~ons rncluded group and ~nd~vidual psychological counseling for chrldren and 
therr families, preventrve health programs, and education prograrrs for children and 
their parents Phys~cal health interventions lncluded general medical screenings, 
preventrve health activltles, community health awareness programs, and screening for 
H IV mfectlon 

The Health Component's objective was to Improve the target population's phys~cal and 
mental health and well bemg Physlcal health mterventions init~ally rncluded 
~ndividualized medical assessments and screening for each child 

Mental health strategies were des~gned to ident~fy and treat the effects of the abuse and 
violence to whlch many of the ch~ldren were exposed in their daily lwes At the same 
time, mtervent~ons attempted to restore the ch~ldren's self-esteem and the sense of trust 
In their famihes and other adults To determine the correct balance of mterventions and 
resources needed to prov~de these servtces, a study was conducted In September 
1995 The objectwe was to develop a psychologscal profile of the boys and girls in the 
at risk, high risk, and In crisls categories 

The study identified deficits in mtellectual and emot~onal development, deficienc~es In 
visual and motor skills, personality disorders, as well as difficult~es in developing 



interpersonal relationsh~ps with family members Based on the study's findings, two 
objectives were establ~shed for the mental health service mterventions of the Project 

to Improve the mental health of the children and their fam~hes through indwrdual and 
group act~vittes, and 

s to Improve the mental health conditions of the boys and grrls and the members of the 
commun~ty through preventive programs 

Starting in 1995, service delivery methods used by each NG0 targeted ~ndivrduals 
rather than groups Wh~le this approach was benefic~al to the recip~ents , ~t was felt that 
the cost was high and probably unsustamable In 1997 a dec~sion was made to adopt a 
more cost effectwe, group approach which was ~mplemented for the remamder of the 
LOP PROCIPOTES was the first project In El Salvador to utrhze a group service 
methodology The NGOs expenences w~th individual~zed servrce delrve~j durmg the 
first two years were beneficial to the Project In that they helped staff members to 
Improve their skills as providers and effectwely facilitated the 1997 trans~t~on to the 
group approach 

In addition to the mdrvidual and group interventions that were prov~ded to the target 
populat~on, tncreased emphasis was placed on the inclus~on of families and 
communities NGO staff focused their actlv~tles on famil~es and members of the 
community to ident~fy sources of primary healthcare services, food, clothing and shelter 

The partlclpating NGOs also conducted pubhc awareness programs whrch included the 
following toplcs 

drug use prevention, 
sexually transmitted disease prevention, 
reproduct~ve health, 
prevention of v~olence towards infants, 
prevention of interfam~ly v~olence, 
the bas~s for soc~al development of ch~ldren, 
non-v~olent conflict resolut~on, 
rmprovement of self-esteem, and 
personality enhancement 

The primary mechanisms to Increase public awareness about these Issues were 
community campaigns and forums that were conducted as part of festivals and 
marches 

The total number of benefic~ar~es for both the physical and mental health sub- 
components was approximately 136,200 over the four year LOP, of which 
approx~mately 71,200 received services In 1998 The number of mental health sub- 
component benefic~aries Increased from approx~mately 14,800 In 1997 to approximately 
36,700 in I998 The number of beneficrar~es of physrcal health ~nterventions was 
33,152 In 1997 and 34,519 In 1998 The defin~tion of beneficiary lncluded both those 



who received services as well as those who supported the delivery of those services 
such as the volunteers, collaborators, and local institutions (Annex 7) The ratronale 
behind this definitron was that those members of the communitres who ert-her received 
sewices or supported the delivery of services benefited from therr participatron In the 
Project through an rncreased understandrng and awareness of the issues facing the 
chrldren as well as through the provision ~f services to the target population 

Durrng the LOP, approximately 54,100 sndividuals received some mental health 
services through the Project, of which approximately 36,700 beneficiaries did so In the 
final year of the Project In the Project's final year, all indrcators Increased Self- 
esteem measurements increased by 45% and particrpatron rn child abuse prevention 
activities was up 210% over 1997 levels Annex 7 gives a more complete account of 
rndicator changes 

In the physrcal health sub-component, approximately 82,149 beneficrarres 
participated during the LOP of which 34,519 (42%), participated in 1998 While the 
number of benefieraries who received medical servlces increased from approxrrnately 
32,000 in 1997 to approxrmateiy 34,000 in 1998, the number of volunteers and 
institutional supporters declined approximately 50% on an annual basis The number of 
volunteers, collaborators and institutronal supporters was approxrrnately 500 in 1998, 
representing 27% of the total for the LOP (Annex 7) The declrne rn volunteers, 
collaborators, and mstitutional supporters was due to the decreased attentron grven to 
volunteer recruitment and retention, as well as the communrties' knowledge that the 
program was endmg 

3 3 Soao-Econom~c Support Component 

The Socro-Economic Support Component had the following objectives 

o develop support strategies for a work and study program for adolescents between 
13 -1 5 years of age, 
promote vocational training for adolescents between the ages of 16-1 8, 
promote small loans and income generating micro-enterprises to families so that 
their children would have increased opportunities to attend formal educatron, and 
develop strategres for provrding scholat-shrps 

Chlldren 12 years or younger were encouraged to stay in school rather than learn 
vocatronal sk~lls The goal was to increase the ch~ldren's dally Income through 
alternative methods In several locat~ons, techn~cal assistance was prowded to the 
NGOs by U S Peace Corps Volunteers 

The component was drscontinued in 1996 because the participatlng NGOs lacked the 
experience and resources to manage rotating funds It was also felt that ~t was not 
appropriate to invest the resources to make the NGOs proficient in this area With 
add~tional time and resources, a socro-economlc component could complement the 
other project components to create a long-term impact that would support greater 
individual rndependence as well as more sustainable interventions 



Although thrs component was termmated In 1996, the scholarsh~p awards were 
contrnued by the NGOs through the LOP The scholarshrp awards were made usmg 
Project funds whrch supported 100% schoolmg of the target populatron between the 
ages of 6 -12 These awards were glven to 780 chddren In the ~n-crtsls category the 
Project's prrmary target populatron These chrldren were not only mamstreamed rnto the 
formal educatron system, but follow-up vrslts were prov~ded to ensure meanrngful 
~mprovement In the~r academrc performance 

3 4 Community Partlc~patlon Component 

The prrmary objectwe of the communrty partrc~patron component was to promote 
comrnun~ty partc~patron In seeking solut~ons to Issues facing ch~ldren l~ving rn the 
streets (Annex 5) 

Other objectwes of thrs component were to 

promote a lmk between the communrty and the target populatron wrth the NGO 
serving as the catalyst for the Comrnunrty Based Organ~zatrons (CBO) wrshlng to 
strengthen local rnvolvement and to serve the target populatron, 
create a greater awareness rn the communrty about street ch~ldren and possrble 
solutro~s to theer problems, and 
organize the comrnun~ty to address the Project's objectrves and promote communrty 
solutrons to its problems and weaknesses 

The Commun~ty Partmpatron Component ~ncluded volunteer and communrty 
organcatron rnobrlrzat~on as well as rnstrtut~onal strengthenmg arid development through 
the formatron of Ch~ldren's Commrttees, Parents' Comrn~ttees, Inter-rnst~tutronal 
Commrttees, and other support groups The select~on and trainmg of commun~ty 
volunteers was rnstrurnental In the success of all actrvrtres 

After the Project's Mrd-term Evaluat~on, and In accordance w~th ~ ts  recommendatrons, 
Commun~ty Based Groups were created These groups rncluded Boys/Grrls' 
Commrttees, Parents' Committees, and support comm~ttees in late 1996, this effort 
became the key to the communrt~es' support of, and work w~th, chrldren Each 
committee had a mlnrmurn of 10 partrcrpants Through Septemoer 30, 1998 a total of 
20 comm~ttees were formed, each w~th an average of 25 members 

The purpose of these comm~ttees was to mvolve ch~ldren w~th the~r parents In the efforts 
to ~dentlfy the Issues rmpactmg the cornmun~tes' ch~ldren The commrttees also 
attempted to find solutrons to the problems rdentrfied In thew commun~ty and to find 
resources to mplement them Thrs approach fostered leadersh~p and helped to 
empower the beneficranes 

In m~d-1996, Inter-mst~tutronal Commrttees were formed to support chrldren's nghts and 
to encourage commun~ty part~c~pat~on Through September 30, 1998, six Inter- 
rnstrtut~onal Comm~ttees were formed with an average of 22 ~nst~tutrons, (~ncludrng 



bus~nesses), In each commrttee The involvement of the pr~vate sector and 
representatrves of the local government In the project's rmpiementatron was a major 
accompl~shment of PROCIPOTES 

Each NGO desrgned and ~mplernented programs that emphasrzed chrldren's r~gkts 
accordrng to the UN Convention of Ch~ldren's Rights Campaigns agamst v~olence and 
chrld explo~tat~on were an ~vtegral part of the NGOs and the communrtres' actrv~t~es The 
volunteers who were involved were recrukd and tra~ned by the NGOs' team of 
technmans and were rnstrumental in the component's success 

In 1997, substantral efforts were made to mvolve volunteers and collaborators In 
promot~ng the Project's actrvrt~es These efforts mcluded tranng In volunteer 
ph~losophy, mot~vation, recrurtment and selectron This process resulted in an Increase 
In coverage, ~mprovement In the qualrty of servrce delrvery, optrm~zat~on of human 
resources and most rmportantiy, the establ~shment of a sense of ownersh~p by the 
communrt~es of the Project's servlce ~ntervent~ons (Annex 7 drscusses the 
ach~evements of each component and the number of volunteers that contr~buted to the 
actrvrty ) 

Durrng the Project's LOP, approx~mately 44,700 members of the community were 
engaged In the Commun~ty Partlcpat~on Component 

In addrtron to service dellvery and volunteer/community partrcrpatlon, several workshops 
were conducted In 1998 The focus ~f the workshops was to support gender equahty 
relatrng to family respons~b~lrt~es to the chrldren, to promote NGO and commun~tv 
leadershrp, and to strengthen organ~zatronal development w~th emphasrs on financ~al 
and adm~nrstrat~ve susta~nabilrty 

From rts ~ncept~on, PROCIPOTES had a strong commrtment to coordmate its work w~th 
other rnstrtutrons It was ant~crpated that through communrty and rnst~tut~onar 
strengthen~ng, the Project would have the most vrable opportun~ty for sustarnab~l~ty after 
the PACD 

In 1995, coordrnatron wrth the U S Peace Corps allowed the Project to take advantage 
of the Peace Corps' experience in cred~t management and micro-enterprises Although 
th~s collaboration was init~ally implemented in several of the areas sewed by the 
part~c~patmg NGOs, the jomt effort ended when the actlvit~es under the Soc~o-economic 
Component were termmated In 1996 

The Project also collaborated w~th the lnst~tute for the Protect~on of Mmors (ISPM), the 
Nat~onal Secretanat for the Famrly (SNF), UNICEF, Radda Barnen, and Save the 
Chrldren Technrcal ass~stance was coordinated through the Olof Palrne Foundat~on 
since that organizatron's objectrves and target populat~ons were the closest to those of 
PROCIPOTES W~th Peace Corps fundmg, jornt field tra~nmg was conducted In Aprrl 
and May, 1995 with Olof Palme's Street Educators 



Inter-instrtutional coordlnat~on lncluded local as well as national government 
participation Representatives from PROCIPOTES, C~ty Halls, the Clvrllan National 
Pollce (PNC), the M~nlstry of Educatm, the M~n~stry of Health, the Office of the 
Ombudsman for the Defense of Children, the Salvadoran Institute for the Protection of 
Minors (ISPM) and the Ministry of Justice all partrclpated in these collaborative efforts 

Table 4 contams a list of srgan~zatlons w~th whch the PROCIPOTES collaborated 

Table 4 
INSTITUTIONS WITH WHICH PROCIPOTES 

COORDINATED AND SHARED ITS WORKING MODEL 

Mlnlstry of Educat~on 
M~n~stry of Justice 
lnst~tute for the Protection of Mlnors 
National Secretariat of the Family 
Qlof Palme Foundation 
New Llfe Foundation 
UNICEF 
U S Peace Corps 
Bapt~st Church 
Panamerlcan Heaith Organ~zatron 
Save the Ch~ldren 
Attorney General s Office 
FEPADE 
Covenant House 
The National CIVII Pollce 

In 1996, a Permanent Workmg Group was formed as a result of the "Forum Agamst 
Violence" Tkls group worked predommantly w~th gangs and v~olence Issues that were 
not the focus of the PROCIPOTES Project The Project coordmated wlth other 
mstltut~ons whlch were workmg w~th street ch~ldren and chlldren at hlgh social rlsk to 
create working alllances even though Project staff were not part of the Permanent 
Worklng Group after I996 

PROCIPOTES also collaborated with the Pan Amencan Health Organ~zatron (PAHO) in 
work sesslons and informatton exchange The purpose of these actlv~tles was to share 
the experiences and data of PROCIPOTES and PAHO's own Commun~ty Servtce 
Project that was ln~t~ated In 1997 The PAHO project targeted the youth populat~on In 
northern San Salvador PAHO used the PROCIPOTES cornmun~ty partlc~patron 
approach to encourage cont~nulng commun~ty support 

In 1998, local and mternatlonal ~nter-~nst~tut~onal coordlnatron was incorporated mto the 
overall PROCIPOTES sustamabd~ty plan Through commun~ty and mstltut~onal 
~nvolvement, a forum was developed for the partmpation of volunteers and collaborators 



and the social mobilrzatron of beneficranes and the communities to expand the 
opportunities for growth 

With this goal in mind, an institutronal v~deo was prepared which described the plight of 
street children in El Salvador and the work that PROCIPOTES had pioneered to help 
these children The v~deo also hrghlrghted what remarried to be accomplished The 
video, "From the Streets To Hope", ( "De la Calle a la Esperanza") was first shown at 
an IDB Forum on street children held in Mexico City in June 1998 At the IDB forum, 
the PROCIPOTES vrdeo was chosen to be shown at a vtdeo festival rn Gramado, Brazrl 
in August of the same year In Brazil, the vrdeo was shown along wlth those of 25 Latrn 
American Network video production that featured a varrety of social Issues Thrs videc, 
and the festival itself, gave PROCIPOTES a great opportunity to share its knowledge 
and experience with communicatars from Latin Amenca, rnternational NGOs, local 
NGOs, community members, and other interested parties 

Actrve coordinat~on between Project staff and inst~tutions such as FEPADE and the 
Ministry of Education continued until the end of the Project Project staff also served on 
an Advisory Committee that developed policies and gurdelines to support programs that 
were ta~lored to the needs of children and youth affected by socral exclusion Project 
experiences were also shared w~th other institutions including Covenant House w h ~ h  
hosted a seminar in May 1997 This meeting allowed NGO technical teams to 
partrcipate in drscussions and presentations relatrng to chrldren in crrsrs 

The Salvadoran Institute for the Protection of Minors (ISPM) sent delegates to visrt 
various PROCIPOTES sites and expressed an interest in continuing the work  nitrated 
by the Project In addition, followrng a meeting with inter-American Development Bank 
representatives rn Washington, D C , PROCIPOTES was requested to share its 
guidelrnes on the preventive attention model that the Project developed for children and 
adolescents 

Indicators were developed to monrtor progress toward the goals defined in the Annual 
Work Plans These mdrcators were also used to measure the actrvities conducted by 
each NGO, includrng the number of beneficranes who participated in Project activrties 
This process allowed yearly and quarterly compar~sons to be made and rnodificat~ons to 
be proposed where lndrcated 

As a result of observations made during the mid-term evaluat~on, a review was 
conducted of both the mdrcators used by the Project and those used by s~milar projects 
In Central and South Amenca The results of th~s revlew rndrcated that no rnst~tut~on 
workmg In Central or In South Amer~ca had developed an approprrate lrst of 
comprehensrve indicators 

Whrle the rndicators used for PROCIPOTES needed refinement, no viable alternat~ves 
were ~dentlfied prror to the PACD The mdrcators that were used allowed the Project to 
momtor progress such as the transrtlon from rnd~vidual based rnterventrons to the group 



based servrce dellvery methods adopted follow~ng the Mid-term Evaluatron The 
development sf rnd~cators throughout the I~fe of the Project proved to be a challengrng 
process that rehed or the flex~bllity of assessmg, modlfymg and correetmg the md~cators 
used to reflect the progress and ach~evernents of the Project 

A l~st  of the quarterly and annual md~cators used In 1997-1998 IS found rn Annex 6 

For numercal achievements from l995-l998 refer to Annex 7 



4.0 PROJECT ADMINISTRATiBN 

The Project was conducted under the supervrsion of the Office of Health (S03), 
USAIDiEI Salvador USAIDIEI Salvador and the DCOF provrded funds for technrcal 
assrstance, tranrng, and commoditres for partrcrpating NGOs under an operational 
grants program Medrcal Servrce Corporatron Internatronal, (MSCI), was selected to 
rmplement the Project 

To reduce costs, MSCI rnltially used admrnistratrve and financral staff from the USAIDIEI 
Salvador funded PROSAMI Project These personnel allocated therr time to the 
PROCIPOTES Project on an "as needed" Dasrs The staff members rnvolved had the 
approprrate technrcal and admrnistrative skrlls and were familrar wrth USAID's 
monrtoring and reportrng requirements The time spent by the PROSAMl staff In 
supporting the PROCIPOTES actrvrtres was funded by the PROClPOTES Project 
Following the rnrtial start-up perrod and rnto the second year, PROCIPOTES Project 
staff assumed a greater role In the on-going operations of the project 

The NGO selection process consrsted of an invitatron to NGOs that were already 
participatrng In the PROSAMI Project Thrs was done because these NGOs were 
famrlrar wrth the requrrements of operatrng In an rntegrated network of local NGOs and 
were skilled In workrng wrth thew communitres on family and youth Issues The NGOs 
selected were also experrenced In promotrng community based servrce rnterventrons, In 
mobrlrzrng resources, and in sharmy the costs of the servrces provrded 

4 I Personnel 

The personnel assrgned to the Project rn the start-up phase from 1994 through 1995 
rncluded one Project Drrector/Coordrnator and one Secretary Technrcal and 
admrnrstratrve functrons were undertaken by staff from the PROSAMI Project Thrs 
srtuatron was modified In 1996 when the Proiect was extended and the staffing pattern 
expanded from 2 full trme personnel, supplemented by part-time staff, to a full trme staff 
of erght personnel 

The Project hired an Admrnrstratrve Assrstant and a Trainrng and Technrcal Supervrsor 
rn July and October 1995, respectwely In December 1995, two Technrcal Monrtors 
were added to the staff to support the Health, Communrty Partrcrpation, and 
Educatron/Recreatron Components The two remaining pos~trons, Frnanc~al Momtor and 
Dr~ver were filled In Apr~l and May 1996 

In add~tron to the full trme staff, the Project recerved support from PROSAMI ~n financ~al 
management, admtn~stratron, and management rnformatron systems for the Project's 
computer programs Warehouse space was also shared wrth the PROSAMI Project 
Financral management, warehouse, and logrstrcal servrces were provrded on an "as- 
needed" basrs through MSCl's home office personnel rn Adtngton, Vrrginra 

The PROCIPOTES technrcal team provrded each NGO rn the network with contrnuous 
monrtoring, evaluation, and technrcal support The three members assrgned to the 



techn~cal areas were the Freld and Tra~nmg Superv~sor, the Technrcal Mon~tor for 
Educat~on and Health, and the Technrcal Mon~tor for Communrty Parttc~patron In 1996, 
each NGO was v~srted once per month by one of the two Techn~cal Mon~tors In 
October 1996, the posrtion of F~eld and Trarnrng Superv~sor was elrrn~nated due to 
budget c~nstra~nts 

NGOs' Technical Personnel 

Durmg the first quarter of 1995, a two person staff was hrred for each NGO In 
accordance w~th its approved budget In 1996, each NGO was author~zed to Increase 
rts Project personnel from two staff members to seven The seven pos~trons were 

ChrefofProject, 
Educatron Coordmator (performed admln~stratlve dut~es in add~tron to supportrng 
formal and non-formal educatron programs), 
Educat~on Fac~lriator (conducted workshops and facll~tated educat~onal farrs and 
events Th~s pos~tr~n was eventually consohdated with the Educatron Coordrnator), 
Psycholog~cai and Crrsrs Coordrnator, 
Cultural and Recreatron Coord~nator, 
Commumty Part~c~pat~on and Economrc Support Coordmator, and 
Accountant 

PRBCIPOTES developed personnel select~on crlterra rn coord~nat~on w~th the 
partrc~pat~ng NGOs Although Project personnel were not drrectly rnvolved In the NGOs' 
personnel selection process, the Project staff drd partrcipate in the rnterview process at 
the request of any NGO Whrle the NGO techn~cal teams remarned the same from 1997 
through the closrng of the NGO sub-grants In September 1998, various dutres and 
respons~brl~tres were revrsed and mod~fied to conform to the Project's shift rn emphas~s 
from rnd~v~dual rntervent~ons to group service delivery 

4 2 Tramng and Techn~cal Assistance 

Trarnrng was an rntegral part of the Project's support servlces to the NGOs Tra~nsng by 
Project staff prov~ded NGO personnel wrth substantwe rnformatron on such Issues as 
soc~al upheaval, drug add~ctron, and domest~c v~olence 

The tralnrng needs were determmed In two ways 

r professional and personal needs were ldentlfied by the NGOs' field staff technmans 
from the~r own experience, and 
observatrons were made by the PROCIPOTES Technrcal Mon~tors dur~ng the~r 
monthly field v~srts and evaluat~ons 

The first PROCIPOTES tramng event took place In 1995 Erght technrcrans from the 
NGOs spent a week working together w~th the Olof Palme Foundat~on's Street 
Educators At this pornt, the techn~crans were taught methods to approach ch~ldren In 
crisis sltuatrons and ther famil~es They were also taught methods for conductmg group 

19 



evaluations by the Street Educators After the first training session, rhere was a follow- 
up period In which Olof Palme's Street Educators worked with the NGO technicians to 
refine their skills and put Into practice their newly acquired knowledge 

The high level of training and technrcal assistance that was subsequently prov~ded by 
PROCIPOTES' technrcal staff posrtively influenced the productrvrty of the NGO network 
The trarning probided was rncreased durmg the Project's transitron from indrvidual to 
group interventions The continuous emphasis on tramng helped to make the transition 
as smooth as possible The value of the training recerved by the NG0 staff is also 
evidenced in their rncreased value In the job market and the recognition by other 
institutions that have bid for their services followrng the end of the Project 

Deta~ls of the trarning conducted durrng the LOP is contained In Annex 9 

4 3 Methodology for Service Dellvery 

During the first two years of work, the Project provided nine basic services to its target 
populatron 

rndivrdual~zed tutcrrng to 100% of the target population, 
vocat~onal counseling, placement and follow up, 
group and rndividual progrsms In recreatron and sports, 
psychological evaluations armed at producing individual~zed plans for each child, 
progressive behavroral counseling for the target population, 
health education, 
mental health education and suppori services rncluding mdrvrdual and group therapy 
for children and family members Special attention was given to victims of child 
abuse, rape and street violence, 
individual scholarships for formal and non-formal education, and 
small loans for working youth and famdy members 

After the Mrd-Term Evaluation in August 1996, the Project model was substantially 
modrfied The most noticeable changes in service delivery methodology were 

group interventions increased and mdividual treatments decreased proportionately, 
psychologicai tests previously applred to the chlldren were suspended, 
lndlcators were revised to make them more specific and measurable, and 
the ~nformat~on system was srmpl~fied 

The development of strateg~es and actrons to rntroduce the Mld-Term Evaluation's 
recommendat~ons Into the Project took place at the begrnnrng of 1997 The Project 
team, together with the NGO technical teams, worked closely to make the transrtlon as 
smooth as possrble 



4 4 Monrtormg and Evaluat~on 

The Project's act~v~t~es were reported on a monthly as well as quarterly bass Durmg 
the first year of aci~v~tres, the Project D~rectoriCoord~nator per~od~cally vls~tsd the rn~tial 
NGOs In the network Followmg ther h~ring In 1996, the Technical Mon~tors were given 
respons~b~lrty for the periodlc mon~tormg and evaluat~on of Project act~v~t~es through the 
PACD Ther dut~es also ~ncluded 

meetmgs w~th the technrcal teams of each NGO Each techn~cal component was 
evaluated based on the four steps of the admwtratwe process (plannmg, 
execution, mon~tor~ng , and evaluat~on), 
solv~ng problems that affected the ~mplementat~on of service delivery mtervent~ons to 
the benefic~ary populatron, and 
analys~s and d~scussion of benefic~arres' problems ~ncludrng 

1 ind~v~dual d~agnos~s and the development of medrcal, psycholog~cal and 
educat~onal profiles, 

2 an mdivraual treatment plan for each ch~ld des~gned by the technicians 
from each project component, 

3 follow-up and ~nd~vldual progress mon~tormg In the d~fferent areas of 
~ntervent~on, and 

4 mon~tormg of the technrc~ans' performance by supervisors who 
accompan~ed them In the~r act~v~t~es w~th the target populat~orl 

monthly technical evaluat~ons and subm~ss~on of recommended correctwe act~ons, 
as necessary 

Early and systemat~c mon~tor~ng, and the analys~s of results obtained from evaluat~on 
v~sits remforced the need for monthly meetmgs w~th the NGO Coordmators Th~s 
strategy became a source of pos~tive feedback for both the Project staff and the NGO 
staff It allowed the Project to 

standard~ze cr~terra by each component, 
learn about the experlences In the SIX d~fferent project locatrons In El Salvador, 
share tralnmg requrrements and experlences w~th~n the NGO network, 
d~scuss the approaches used In each of the components, 
conduct on-ate regional training actwtt~es, 
prov~de follow-up and coordination of events withm the network, 
revlew the psychological, pedagogical and medical profiles of the target populat~on, 
d~scuss the network's consohdated quarterly results, 
dlscuss the NGOs' experiences by component, and 
provide follow-up to the 13 NGO technmans who art~c~pated in the Central 
Amer~can Peace Scholarsh~p Program (CAPS Program) P 

* Descr~pt~on of the CAPS Program can be found In Sect~on 7 2 



Jolnt techn~cal and financlai evaluat~ons were conducted by the Project staff and NGO 
personnel In 1997 In order to opt~m~ze physlcal and financlai resources These 
mon~tormg and evaluation efforts by the Project's technical team prov~ded a balance 
between technical requ~rements and ava~lable resources Ch~ldren ana representat~ves 
from the commun~t~es pala~c~pated rr: these dscusslons 



5 0 FINANCIAL MANAGEMENT, MONITORING AND EVALUATION 

An mtegral component of the Project's design was financ~ai and admln~strat~ve tra~nmg, 
mon~tor~ng, and evaluat~on ass~stance prov~ded to the part~c~pat~ng NGOs These 
servlces were part of the overall mst~tut~onal strengthenlng efforts directed toward the 
Project's mtegrated approach to strengthenmg techn~cal and manager~al capac~ty 

Technrcal ass~stance was prowded to tram NGO personnel rn proper accountmg and 
financlal systems to allow them to d~scharge thew firanc~al fiduc~ary respons~b~l~t~es and 
external donor and reportmg requrements V~s~ts  to the NGO field offices, as well as 
contmual rnon~torrng and follow-up assrstance to the NGOs, rncreased the~r awareness 
of the benefit of, and the need for, proper financ~al and managerral controls on financral 
and physical resources These eff~rts to prov~de mst~tut~onal strengrhenmg encouraged 
the NGOs to mamtam accurate financ~al records, prepare timely reports, and recelve 
satisfactory aud~t opinrons from mdependent accountmg firms 

5 1 Budget Preparation and Analysls 

As part of the overall financ~al systems and managerral capac~ty building efforts, the 
Project's financial and techn~cal staff prov~ded gu~dance and support to the NGOs for 
the development and mon~tor~ng of annual work plans and budgets 

The budget process was ln~t~ated In the fourth quarter of each preceding year and 
rncluded tra~nmg for both new and ex~stmg NGO personnel Followmy the subm~sslon 
of the~r first draft budgets, the Project's techn~cal and financial personnel compared the 
budget w~th the Annual Work Plan for cons~stency and program mtagr~ty The NGO 
staff and the Project staff met to finahze the budget and work plan for the followmg year 
The objectives of the preparat~on and review process for the Annual Work Plan and 
budget were to strengthen the NGOs' capabil~t~es and assure consrstent project efforts 
through the un~form applrcat~on of servlce mtervent~ons and related rnonrtor~ng, 
evaluation and reportmg 

Mon~tormg and evaluat~on support given to the NGOs had a dual funct~on Frrst, 
mon~tormg and evaluatron efforts safeguarded Project assets and assured accurate and 
relrable financ~al and manager~al reportmg Second, the mon~torrng and evaluat~on 
process was the basis for the partrcrpatory support, trainmg and strengthenmg of the 
NGOs Efforts were made to ensure that these services were collaborative and 
focused on results and accountab~l~ty 

Three prlmary functional areas of NGO act~v~ty were examined dur~ng mon~toring vrsrts - 
techn~cal, financ~ai, and managementladrn~n~stratlon Log~stics, ~ncludmg the rece~pt 
and d~str~but~on of goods, was ~ncluded In the management and admmstratron 
functronal area and d ~ d  not const~tute a major commmitment of phys~cal or financral 
resources 



Financ~al evaluat~on elements ~ncluded 

t~mely and accurate financ~al reportmg, 
account reconcil~ation, and 
USAID hquidation reporting, bank account reconcilratron, budget anaiys~s, mternal 
control, and counterpart contrrbutrons 

Important benefits of PROCIPOTES' successful ~mplementation of an effic~ent financral 
system were the redudon of year-end aud~t costs, accurate books and records, and 
sufficiently documented counterpart contrrbutions The benefit to both the Project staff 
ana the NGOs from the mon~torrng and evaluation process was the ab~iity to quickly 
identlfy defic~encies and develop corrective actrons through training 

The prrmary objective of the integrated technical, financ~al, manager~al and 
adrn~n~strative monrtormg and evaluation process was to strengthen the NGOs' 
~nst~tutlonal capaaty The des~red result of the training, momtoring, and correctrve 
action rn~t~atives was to increase the porent~al for NGO sustainab~lity followmg Project 
complet~on 

The following factors, both posrtlve and negative, were observed durmg the life of the 
project 

o Neqatw Factors 
- general lack of prevrous experience of most NGOs to keep records, 

prepare adequate financ~al reports, be financially accountable, and 
manage the rece~pt and d~sbursement of commod~ties, 

- lack of quahfied personnel capable of meeting the NGBs' fiduc~ary 
respons~bil~t~es, 

- lack of admrnlstratrve and financ~al internal controls, 
- high personnel turnover within the NGO, including accounting 

personnel, and 
- poor human resource development as a result of Irmrted non- 

programmat~c funding (I e , funding In add~tron to support prov~ded 
through the Project), and, therefore, limited trarnmg opportun~t~es 

o Pos~t~ve Factors 
- posrt~ve NGOs' attrtudes regardmg actrve partrcrpatron In financral and 

admrnrstratwe trarnmg seminars and events as well as rnd~v~dual~zed 
strengthenmg efforts for each NGO, 

- early development of financral and admrnrstratrve manuals rncludrng 
formal pol~c~es and procedures responsive to external requirements 
The early development of such manuals, polrcies and procedures 
avorded the internal control and systems weaknesses that could have 
resulted from the lack of such controls and systems, and 

- consensus among NGOs regardmg Project des~gn weaknesses, and 
~dentification of plans and trme frames for corrective actions 



lmplementatlon of a formal process by the NGOs for the evaluat~on, follow-up and 
closing of mdependent aud~t findmgs proved to be a successful outcome of the Project's 
financ~al tra~ning, mon~torrng and evaluat~on actw~t~es The formal aud~t process used 
durmg the Project was des~gned to be responsive to USAID requ~rements and to 
prov~de transparency of financial ~nformai~on Th~s was the first experience In an aud~t 
process for most of the NGOs In the network Th~s experlence proved valuable 
because ~t mtroduced parhapatmg NGOs to financial concepts such as mternal control, 
accountab~lrty, firaanc~al reportmg of counternart contr~but~ons, and fiscal respons~b~l~ty 

The formal tranng, monltor~ng, evaluat~on and correctwe act~ons used I P ~  the Project 
were successful durmg the follow-up and closmg of the mdependent aud~t reports and 
related audit findings 

5 3 Organlzat~onal Structure and Personnel 

The Project's organ~zational structure IS shown rn Annex 8 The number of 
PROCIPOTES personnel varied from two (1995) to seven (1998) The personnel in the 
partmpatmg NGQs also vaned durmg the LOP w~th a total of 35 techn~cal personnel I? 

the field in 1996 and 1997 

5 4 Cost per Benefic~ary Analys~s 

in lncreaslng the coverage to direct and mdrrect beneficiaries through the group 
~ntervent~on model that combmeal preventwe and curative act~on, the cost eeffet~veness 
by mtervent~an decreased substantially The d~fference In costs was establ~shed by 

increasing the number of beneficiar~es served, 
9 lncreasmg the Project's geograph~c target area, 

increasing the nuniber of act~wt~es and events for the beneficiar~es, 
mcreaslng the services provided by each technical component, 
Increasing the ~nvofvement of other sectors In supportmg the Project, 
lncreaslng the partmpat~on of the commun~ty through volunteers, collaborators, and 
committees, and 
lncreaslng the number of beneficlanes recelvlng acadern~c support and vocational 
scholarsh~ps 

It was, however, d~fficult to establish a cost per benefic~ary relat~onsh~p because of the 
d~versity of the services rendered to the target population For instance, there are 
consrderable resource differences in the rehabilitation treatment of a child in crisls 
versus the prevention of school truancy in a child at low r~sk 



6.0 EVALUATIQN AND AUDIT 

The Project was formally evaluated in 1996 and audited by an ~ndependent audit firm 
every year from 1994 through 1998 In addrt~on, every NGO was audited by an 
independent aud~t firm at the end of each year The primary purpose of the Mid-Term 
Evaluation was to assess the progress of the Project from 1994 to August 1996, and to 
determine the extent to which the Project had achieved its objectives The evaluators 
were also asked to make recommendations for future activit~es 

The evaluating team was comprised of Mr George Coleman, an Independent technical 
consultant, and Ms Catherine Savino, who represented the Displaced Children and 
Orphans Fund (DCOF) Both had prior experience working with children's programs 
and In conducting evaluations 

6 I Evaluation 

The principal evaluation methods included review of Project documents, ~nterv~ews with 
related ~ndividuals, and field visits A questronnaire was designed by the review team 
and used to guide interviews rn the field with the NGOs 

The review team confirmed that the target project population Included children at hlgh 
risk and in crrsls Through a speciaily designed model of professional sewice delivery, 
the Project was able to reach th~s vulnerable group through a network of NGOs The 
training provlded by the Project to the NGO technicians gave them sk~lls and a greater 
level of competence to work with the target populat~on under diverse condit~ons Whrle 
these strateg~es were appropriate ~nitially, the review team felf that some changes were 
necessary as the Project evolved 

To make the Project more cost-effective and more accessible to the target populat~on, 
the team of evaluators made the following recommenddtions 

explore the use of other mechanisms of service delivery that are more cost effective, 
Increase the number of beneficiaries served, 
focus less on individual mtervent~ons and more on group intervent~ons, 
discontinue the battery of tests applied to the children, 
rewrite the ind~cators to be more specific and measurable, 
emphasize progress in quant~fiable terms in the reports, and 

a s~mpl~fy the formats to the extent posstble Only data that IS useful to the Project's 
adm~ntstrat~on or the techn~cal evaluattons should be recorded 

The review team also recommended that the Project should serve a larger population 
by modifying its past strategy It also stated that the mod~ficat~ons should not decrease 
the quality of services rendered nor jeopardize the development of human resources 
which were considered to be the cornerstone of the Project 



In add~t~on to the Mld-Term Evaluat~on, Independent finanaal aud~ts performed by the 
accounting firm of Pr~ce Waterhouse Coopers concluded that str~ct account~ng methods 
and controls bad been implemented by the Project staff and the part~clpating NGOs 
Those account~ng metbods and controls were considered to be effic~ent and transparent 
and supported the safeguarding of Project assets The accountmg procedures 
employed provlded sufficient internal controls far the PROCIPBTES staff to properly 
account for the use of Project funds for all purchases and actlvlties 



PROJECT ACHIEVEMENTS 

PROCIPOTES was a successful prlot project whose achrevements rncluded 

7 I Development of An Effic~ent NG0 Service Dellvery Network 

The process for selectrng NGOs was based on MSCl's ~nstrtutronal capac~ty and hrstory 
of partrc~patron In srmrlar actwrtres, In thrs instance, the USAID PROSAMI Project Thrs 
approach mrnrmrzed the need for a more costly and trme consumrng NGO 
organlzatronal evaluat~on The NGOs selected were organrzed Into a network wh~ch 
worked through the communrtres and served as a catalyst for Project rnterventrons 
They opt~mrzed Imted resources and provrded a real~st~c approach to susrarnable 
servrce delrvery followrng Project completron 

7 2 Creation of a Motivated F~eld Staffs Through Tra~n~ng and Supesvls~on 

PROCIPOTES' success depended heavrly on the abrlrty of field office and NGO staff 
members to transfer knowledge and rnformatron to chrldren's famrlres and the 
commun~tres served by the Prqect It was rmportant to adequately prepare NGO 
personnel to serve the target populatron, to provrde contrnuous follow-up of therr work, 
and to asset them In modrfyrng therr technrcal approaches to the beneficrarres Th~s was 
accornpl~shed by provldrrrg NGO technrcrans wrth contrnuous support through regular 
monthly vrs~ts PROCIPOTES' Techn~cal and Flnanc~al Momtors These vtsrts were 
supplemented wrth trarn~ng sesslons focused on psychologrcal evaluatrons, educatron 
technrques, psychotherapy, and vocatronal trarnrng Trarnrng also focused on 
rnstrtutronal strengthenrng for subjects such as admrnrstrat~on and management, 
monrtormg and evaluatron, data collectron and analysrs, and financral report preparatron 
and analysrs 

Some technrcrans recerved addrtronal trarnrng through the Central Amerrcan Peace 
Scholarshrp Program (CAPS) In communrty development technrques, organrzatron of 
youth programs, drug rehabrlrtat~on, and helprng vrctrms of drug use or vrolence In the 
famrly Thrs trarnrng produced a group of professronals wrth rncreased level of expertise 
that was rdeal for work wrth street chrldren The professronals worked with the 
communrty to facrlrtate the ch~ldren's rehab~lrtatron and relnsertron rnto the communrty, 
as well as the counsehng of famrly members to Improve therr relatronsh~ps wrth their 
chddren These efforts led to a better qualrty of hfe for the ch~ldren and thew fam~l~es 

7 3 Desrgn, Introductron, and lmplementatron of lnnovatrve Strateg~es and 
Methodologres for Dealing w~th Street Ch~ldren's Problems 

The ~nrtral step In the Project's mplementatron rncluded a dragnosrs of the 
communrty to be served to garn a prelrmrnary understandrng of the needs of the 
target populatron A detarled assessment was performed of the resources avarlable 
rn each communrty The lrst of resources, people, and rnst~tutlons was used to 
develop opportun~tres for trarnrng and/or recru~tment of volunteers 



The service dellvery model evolved from ~nd~v~dual psycholog~cal mtervent~ons 
focused on the rehab~l~tatron of troubled youths to an mtegrated model that ~ncluded 
formal as well as non-formal educat~on and school tutorrng programs II-I add~t~on to 
cultural and recreational act~v~t~es 

The health component mcluded med~cal check ups as well as treatment or referrals 
for observed mental health problems Thrs approach was ~nstrumental In workrng 
w~th the ch~ldren and the~r fam~hes and helped to address one of the primary factors 
leadmg to abuse and abandonment 

The partrc~patron of the commun~ty gave the Project strength, cohes~on, and an 
opportun~ty for sustainabll~ty It also promoted the development of advocacy 
act~v~t~es related to ch~idren's r~ghts 

Local csmmun~t~es were enriched through the formatron of Parents' Comm~ttees, 
Ck~ldren's Commrttees and Inter-~nst~tut~onal Csrnm~ttees These enabled 
commurr~t~es to become organ~zed and pr~or~t~ze, plan, and execute activ~tres 
Comrnun~ty partupat~on establ~shed the bas~s through wh~ch the Project's NGOs 
could contmue providmg services to the target populat~on ~n at least 4 of the 5 
departments served by the Project after USAlD fundmg termmated 

Ch~ldren's partlapation In the ~mprovement of therr own well bemg was encouraged 
throughout the l~fe of the Project The~r part~cpatron In ~dent~fy~ng needs and 
pr~or~t~es, in the preparation of act~on plans, and In the rmplementatm of the 
act~vit~es was crucral to the Project's success The~r part~crpation also helped them 
to develop strong t~es w~th the~r commun~tres 

The adv~ce provrded by the Technrcal and Fmanc~al Monitors to the NGO techn~cal 
teams fachtated the effect~ve use of both human and physlcal resources The 
mcreased capab~l~ty gained by each NGO In the areas of financ~al management and 
adm~n~strat~on enabled them to produce effect~ve reports and evaluat~ons These 
sk~lls fachtated the close-out process durmg the annual mdependent aud~ts and 
prov~ded the mst~tut~onal capabhtres that permitted the Project to contmue after the 
terminat~on of USAID funding 

The development of md~cators and a un~fied procedure for collectmg and reportmg 
data enabled the Project to accurately compare results achieved to Project goals 

Reports and a video presentation about the Project's work and accompl~shments 
were successful in gainmg credibility, cooperation, and the support of government 
entities as well as local and mternat~onal NGOs The recogn~tion of the work 
performed attracted support from other organizations as well as requests for 
~nformatron about the PROCIPOTES service dellvery methodology 

Efforts to increase the public's awareness of the Issues facing street ch~ldren 
resulted In their ~nclus~on In the nat~onal plannmg agenda Th~s act~v~ty involved 
FEPADE, the Min~stry of Education, USAlD and other ~nst~tut~ons, during their 
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parficipation in the National Childhood Network That Network is now part of the 
Central American campaign against child abuse 

During the LOP, the NGOs were successful in their efforts to share knowledge and 
experiences with the communities In which assistance was provided The NGOs 
also used the mass medra to increase pubhc awareness as well as to gain the 
support of busmesses and local institutions to promote children's rights and to obtain 
additronal human and physical resources 

One of the most impressive achievements of the Project was that the Mayars and 
Governors of the Departments where the Project was implemented provided both 
personal and logistical support as well as volunteers from thew offices to help 
children and their famihes Local private blrsrnesses such as laboratories, 
pharmacies, and restaurants provided in-kmd support f ~ r  many of the activities 

The Fire Department and the Armed Forces Brigades collaborated 1~1th NGO 
personnel by providrng facilities ~ncluding basketball courts and soccer fields as well 
as vehicles to facilitate the children's partic~patron in community recreational and 
cultural act~vities 

Vocational training and the strategy to ensure that children in the "Learning for Work 
Program" contmue w~th their regular school courses were well received approaches 
to the requirements of the children who had special needs related to ther livmg 
conditions 

To support sustainabrlity of the NGOs within the communit~es, PRBCIPOTES' 
strategy focused on rnstitutronal and managerial strengthening Thrs strategy 
included the plannmg and lmpiementing of mdtiple workshops in which practical, as 
well as theoretical, methodologies were introduced The purpose of this act~on was 
to focus the community on the sustainability of the Project's service delivery 
~nterventions after the Project ended The objectives of this process were the 

+ analysis of several approaches to sustainable act~vities with reduced funding 
including increased commun~ty involvement and more focused interventions, 

+ development of sustainability plans by each NGO for the contmuation of those 
Project components, or portions of those components, that were v~able and 
fundable In the short term and expandable In the long-term as addltlonal 
funding was ~dent~fied 

7 4 Successful Skistamab~l~ty of the Project After USAlD Fundmg Ended 

Of the five participating NGOs that were in the network as of September 30, 1998, all 
developed sustainability plans and were expected to continue the Project in the~r 
communities Adjustments to the service delivery model occurred as a result of the 
reduction of personnel and funding The group of volunteers and collaborators already 
recruited will be an important source of support to assist the NGOs to continue serving 
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the targeted beneficiaries including the children who w~ll  replace the ones who 
"graduate" from the program 

The tour NGOs expected to continue after the PACD (AM§, AGAPE, ASAPROSAR, 
OEF) will provide services to their beneficiaries because they were able to make 
funding arrangements with private enterprises and international donors Their 
achievements within the Project have given them credibility and access to additional 
funds 

These NGOs recognize that they must continue to attract funding for project 
contmuatm as an ongoing activity 



8.0 LESSONS LEARNED 

As an innovative project to address the problem of Salvadoran street children, 
PROCIPOTES had little or no guidance from the experiences of other programs As 
such, every activity undertaken was in effect an innovation in a proneering effort to 
alleviate the personal and socral burden represented by the plight of street children 
Some of the more important lessons learned include 

Investing In lnstltutronal Strengthenmg Has a Hrgh Pay Back In Program 
lmplementat~on 

Drawing from the striking success of the PROSAMI Project, a decision was taken to 
enlist the aid of local NGOs in a program of behavioral change In most respects, the 
NGOs, whrle willing and motivated, lacked the institutional strength to perform the tasks 
and account for the resources put at their disposal The need to invest in NGO 
instrtutional strengthenmg was probably the most important lesson learned 

Developing a fechnrc~an Profile Facil~tates Team Buildmg 

The development of a profile for the technicians based on the needs of the Project was 
vital to creating the multidrsciplinary teams that were the key to the success and 
diversity of the Project Developing multidisciplinary teams of psychologists, educators, 
social workers, socrologists and other professronals was a far more efficient approach to 
implementatrsn than allowing the professionals to work in isolation The lesson was that 
objectrve selection of team members based upon a match of skills and needs was far 
superior to the selection of personal~tres based upon inturtion 

Conductmg a Tra~nmg Program Based Upon Expersence Allows for Course 
Correct~ons 

Continuous trarning and monitorrng of staff based on feedback from the experiences 
and needs of the rmplementers and the observations of supervisors helped to address 
problems and to make adjustments to the Project Thrs approach also helped to identify 
leaders among the technical staff The Project used community assessment tools to 
foster a sense of community ownership sf the Project and to encourage public 
participation 

Standardizatron of Techn~cal Criteria Promotes Program Un~ficat~on 

An early declslon to un~fy and standardrze the techn~cal cnterra and rnd~cators for 
community d~agnosls, plann~ng, lmplementat~on and evaluat~on allowed cross 
comparrsons between the experiences of different locai areas The approach also 
promoted a higher degree of professionalism and friendly competition as well as fiscal 
accountabilrty on the part of particrpating NGOs 



lntegrat~on of Serv~ce Dellvery Conserves Resources and El~m~nates Duplrcatrsn 

The development of an mtegrated model for service dellvery whrch ~ncluded health, 
educatron, and community part~c~pat~on components perm~tted the Project to offer a mrx 
of assistance that might be needed by each benefic~ary The alternat~ve, to glve equal 
we~ght to each component, would have resulted In dupiicatron, waste, and a drvlsive 
competrt~on for resources among the ~mplementers 

Group and lnd~v~dual Counselmg as Well as Adherence to a Hol~stsc Approach to 
Serwce Dellvery Promotes the Welfare of the Ch~ld Rather than Treating 
Symptoms 

Related to the ~ntegratron of services was the early concentrat~on of PROCIPOTES on 
meetmg the needs of the whole child rsther than on addressrng the mdivrdual 
shsrtcommgs of the ch~ld's experrences Th~s holrstic approach communicated a sense 
of worth to the chdd that 1s often lack~ng In other programs and resulted In 
~mprovements In relat~onsh~ps w~th parents, teachers, and peers as well 

Extremely ~mportant In the hol~strc approach was the role of counselmg of ch~ldren in 
groups and rnd~v~dually Thrs approach perrn~tted the adaptatron of the program and its 
resources to the ch~ld rather than ~ns~st~ng on conforrrance from each chdd to what the 
program was offenng PROCIPOTES' counselmg program included a psycholog~cal 
component that was mtegrated w~th practrcal consideratrons whrch also needed 
attent~on It IS doubtful that a purely psychological approach would have had much 
~mpact rf ~t had not been accompan~ed by the provision of food, medical services, and 
shelter 

Development of Survey Tools to Momtor lnd~v~dual and Program Progress 
Promotes Cornmunrty Part~cipat~on 

The preparation of a d~agnostrc survey In each Department and the yearly update of th~s 
document were helpful In assessing the human and mst~tutional resources of each 
commun~ty The surveys also avorded the dupl~cat~on of effort 

The techncal adv~sory and monthly monitoring of actw~ties in the field together w~th the 
act~vrtres of the techn~cal teams were ~mportant tools for analyzrng Project experiences 

One rmportant lesson learned was that rt IS poss~ble to marnstream groups of boys and 
g~rls who partrcrpated In the Project rnto the formal educat~on system This was 
facrlitated by a non-sophrstrcated follow-up plan whrch allowed for rernforcement in weak 
areas and add~tron of non-formal educatron In appropriate areas Based on Project 
~nd~cators, the chlldren who were enrolled In school remamed In school and passed with 
satisfactory grades 



Commun~ty Involvement Can Be Effectrvely Encouraged and Coordrnated By 
Existing lnst~tut~ons 

W~rklng through Community Boards of Directors, NGOs can facil~tate the ~art~c~pation 
of communit~es In sim~lar projects PROCIPOTES learned that ~f follow-up is prov~ded at 
least once etery two months, the empowerment of the beneficrarlas and the 
communities IS more likely to occur 

Conventronal Approaches Are Not Always the Most Effectwe 

In the course of ~rnplementat~on, PROClPOTES attempted to use more conventional 
mtewentions rather than new ones In many cases, the conventional approaches were 
effectwe Some lessons learned "the hard way" mclude 

the standardrzed psycholog~cal tests used In the Un~ted States were not useful for 
the ch~ldren In El Salvador because of thew complex~ty and the~r requirement for a 
relatively high degree of follow-up ar,d analys~s, 
the use of soph~st~cated psychological tests that requ~red qual~fied personnel to 
adrnrn~ster them proved to be ineffective due, in part, to the amount of t~me needed 
to administer them, 
~t was observed that ind~wdual therapies were relatively costly, 
the halfway houses  here the children could spend the mght and bathe or have 
somethmg to eat were of questionable value This observation IS due, In pad, to the 
fact that these facil~tles often lacked permanent personnel to give gu~dance and 
supervision requ~red by the ch~ldren and the funding to pravide 24-hour per day 
semces, 
the high turnover of trained personnel resulted not only in the loss of those human 
resources but also required time and funds to tram new personnel 



9 0 RECOMMENDATIONS 

WMe the lessons learned were valuable, PROCIPOTES successfully demonstrated 
one approach to solving the complex problem of improving the hves of displaced and 
street ch~ldren The Project's approach does not represent the only one that could be 
taken and was limited in both scope and target populat~on reached Addressing the 
problems of displaced and street children in El Salvador was expensive in terms of both 
human and physical resources The diverse nature of expertise the Project required 
could only be applied through a team effort that mvolved profess~onal care glvers, socral 
workers, fam~lres, communitres, and the inst~tutrons of El Salvador Based on this 
hol~stic approach, PROCIPOTES made major ~mprovements in the health, economic 
security, educat~onal attainment, and vocational opportunities of the lives it touched 
The integration of these resources was essential, yet it was not without cost 

Recommendation 1 Provide Suffic~ent Resources for a Long-Term Effort 

Given the complexity of the problem, future programs are not likely to be less 
challenging or less costly The "pay now or pay later" alternatwe, however, suggests 
that ~t should be sooner rather than later since the environment facing these children in 
special circumstances IS gettmg worse mstead of better Today's Salvadoran children 
face a d~minishing number of spportunit~es for formal education, ~ncreasingly 
fragmented family environments, decreased access to cultural and recreational 
activities, greater economic disadvantages, poar physical andlor mental health, and 
general biases towards the disadvantaged With the costs, complexit~es of service 
delivery, and number of children in need increasing, there are no quick, easy, or 
inexpensive solutions 

Recommendat~on 2 Work Through Local NGOs and Communit~es and Invest In 
lmprovlng Thelr Capac~ty to Manage and Implement Programs 

The ability of PROCIPOTES to dehver services was ~mportant and was v~tal to the 
Project's early success The key to sustainlng any future effort, however, IS llkely to be 
In the ability of the implementing organ~zatlons to ~nvolve local NGOs and the 
communities in the program To the extent possible, major mvestments should be 
made in strengthenmg the capacity of these mstitutions to plan, allocate and administer 
resources, account for expenditures, and monltor progress In additlon to dellverlng 
senmes 

Recommendat~on 3 Plan for Sustainabll~ty From Day One Through Advocacy, 
Team Bu~ld~ng,  and Fund Ralslng 

Local NGOs worklng together with commun~t~es as well as local and national 
governmental mstltutions offer the best opportunity for program sustainab~lity From the 
earliest point in the ~mplementation process, the communities and the NGOs need to 
identify and attract additional financial and human resources Increased awareness 
and financial resources can best be achieved through a continuous dialogue between 



the communities, the NGOs, and the Government The dialogue should emphasize 
ch~ldren's rights, Investment for the future, and the ultimate cost of the "do nothrng 
alternative" 

Although not perfect, the Project d ~ d  Improve the lives of many children and raised the 
consciousness of the part~cpat~ng NGOs, government ~nst~tutrons, and the commun~t~es 
to a badly neglected soc~al problem There IS room for ~mprovement both In the 
methodology and in the capacrty of the institut~onal infrastructure needed to modrfy and 
sustain future interventions 

Recommendatron 4 Keep Projects Simple and Monitor Them Using Appropriate 
and Quant~fiable lndleators 

Goals and objectives of future efforts should be realistrc given the t-elat~vely short LOPS 
of most projects For example, the integrated model of service delivery used by 
PROCIPOTES may be appropriate rn a limrted geographic area that has a relatively 
small number of children rn crisis The model may be less appropriate on a national 
basis or in an area wrth a large and growing population of children hho need services 

For PROCIPOTES, selection of output rndicators was an elusrve goal While the 
Project's many input ind~cators provlded valuable infcrrmatron on progress in 
~mplementation, indicators to measure long-term impact on individuals or the 
communities in which they live was not accomplrshed 

The selectron of project ~ndicators should be a prior~ty rn future projects and be 
completed prior to, or at the time of, project rnception Indicators may be refined as the 
project evolves Definite tanglble results, with clearly rdentrfied rndicators, should be a 
primary requirement of any future project The indicators chosen, whether project 
specific or component specific, should be quantifiable 

Recommendat~on 5 Conslder Differences Between Communities as Well as 
Chrldren When Selectrng Services and lnterventlons 

The drfferences between rural and urban environments, various peer pressures, the 
availabrlity of public andlor private services, and accessrbility to the target population 
should influence the type of services that can effectively be provided Of course, 
programs should be planned w~th ambrtron and optrmrsm, but selectmg a goal that IS 

unreallst~c or requires mputs beyond those that can be furn~shed by the community is 
unlrkely to be sustalned when the external fund~ng runs out 

The NGOs that partic~pated In PROCIPOTES developed capabilities that should be 
preserved and rernforced by the Salvadoran public sector as well as internatronal 
donors Local NGOs have a difficult time raising funds, but therr capabrlities are a 
valuable national resource This was acknowledged by the Government which 
continued to fund portions of the Project foilowing PROCIPOTES' PACD 



Reccsmrnendat~on 6 Make Regular Internal and External Evaluat~ons an Integral 
Part sf the lmplementat~on Process 

Future projects to assst ch~ldren in c r w  should mclude frequent and per~od~c 
evaluattons of the qual~ty and appropr~ateness of the mterventlons used as well as of 
the Project's progress In meetlng its object~ves Th~s approach w~ll facll~tate early 
correctwe act~ons and mod~fications and serve as an important fulcrum for leveragmg 
addltronal financ~al support For example, a md-term evaluation was conducted for 
PROCIPOTES that matertally influenced the drectlon and targets of the Project If an 
mdependent review, or panel of experts, had been consulted on a more frequent bass, 
add~t~onal useful modificat~ons mlght have been ~dent~fied, discussed, and Implemented 



10.8 POST PROJ ECf ACTIVITIES 

The followmg mformation was submitted by the NGOs that partrcipated In the 
PROCIPOTES Project and contrnued to prov~de services after ~t had termmated Four 
of the five NGOs that partlc~pated In the Project through the PACD have act~vely 
cont~nued the Project's service delrvery interventms to varymg degrees The actrwt~es 
of the fifth NGO has been modefied and assimrlated into the Government's programs for 
the treatment of ch~ldren The programs of AMS, OEF, ASAPROSAR and AGAPE 
have been contmued while the program of OPRODE has been taken over by ISPM 

AMS has recru~ted volunteers from local universrt~es The techn~cians who were 
orrginally trained through PROCIPOTES have trained the addit~onal \~olunteers followmg 
the PACDS The technical staff cons~sts of 2 technicians, 1 socral worker and 8 
volunteers The project's focus has been changed to include mtratives to prevent 
traffick~ng rn children and sexual explatat~sn AMS contmues several components of 
the PROCIPOTES Project, but has expanded beyond the children In crrsis category 
Increased emphas~s has been placed on the prevent~on of chdd prost~tut~on The 
beneficrary populat~on in this area mcludas 150 children 

QEF continues to ~mplement key Project dements with the exception of the sports 
component This component requred more time and resources than were available to 
purchase equ~prnent followmg the termination of PROCIPOTES funding OEF has 
received support from the lSPM for the provlslon of scholarshps OEF currently has 1 
social worker, I psycholog~st and 1 teacher as well as volunteers from local univers~t~es 
There Eire 125 child beneficlanes receivmg scholarship awards from OEF 

ASAPROSAR has continued the Project's components w~th 4 staff members including 3 
psychologists and I social worker The staff works w~th 200 children and places heavy 
emphas~s on fund raising to support its activities The NGO's operating budget covers 
the 4 staff members and a limited amount of equ~pment 

AGAPE has cont~nued workmg wlth cnildren using PROCIPOTES' main components 
although increased emphasrs IS bemg given to the level of poverty as a h~gn risk factor 
rather than anti-social conduct or drug addict~on AGAPE currently works w~th 168 
d~rect beneficiar~es and 4,173 indrrect beneficiar~es 

Although OPRODE no longer works with the target populat~on, the ISPM has 
collaborated with it to offer scholarshrps and support other OPRODE educatronal 
actrv~d~es The ISPM works wrth 200 chddren In La L~bertad who make a hvmg from 
fishmg Whrle ~t does not d~fferentrate between street and workrng ch~ldren, ISPM does 
focus on children at risk with emphasis on the protectron of children's nghts 
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ANNEX 1 

PROFILE OF NGOs PARTICIPATING IN PROCIPOTES 

ASAPROSAR A pr~vate institution dedrcated to human devel~pment without 
pol~t~cal preference Founded in 1972, rt obtarned ~ ts  legal 
status In October 1985 Its goal IS to improve the livrng 
cond~t~ons of peasant famllres through preventwe health 
mterventions and through commun~ty mobilrzation and 
partlc~patron 

OPRODE 

AGAPE 

AMS 

OEF 

FUMA 

Founded In 1990 Its purpose IS to promote socral, moral and 
sp~ritual growth of the mdrv~dual as well as the ~ntegrated 
development of commun~t~es 

Founded In 1978, it focuses on the most vulnerable sectors 
of society Its approach emphasizes human de~eloprnent 
through sustamable projects and mechanrsms funded by 
~ntemat~onal support 

Founded rn 1986, its mission is to fac~lrtate the involvement 
of peasant women and the informal sector In the promotion 
of local and reg~onal platforms to support women's rlghts 

A prrvate non prof~t, apol~trcal organ~zat~on founded in 1985 
Its mlsslon is to facrhtate the partlc~pat~oq of women In rural 
and urban-marginal areas This mrsslon is ascompl~shed 
through a process of organizational, entrepreneurrai, and 
voeat~onal traln~ng, primary health care, technical assrstance 
In busmess, and loans 

A pr~vate ~nst~tut~on founded In 1985 whose mlssion IS to 
contr~bute to Integrated human development at the 
commun~ty level, prrmar~ly for solutions to problems 
regarding health FUMA places emphas~s on those groups 
at htghest risk It carries out its work through programs 
focused on health, educat~on, environment, and gender 
promotion 

FUNDEMUN A private rnstitutton founded ~n 1989, w~th a main off~ce ~n 
San Salvador and field off~ces in Usulutan and Chmameca 
The mlsslon of FUNDEMUN IS to contribute to improvmg the 
hvmg cond~t~ons of rural and urban marginal fam~hes through 
the development of community part~cipation of women and 



men In programs protectrng women's and ch~ldren's health 
and the generatron of Income 

Provldes services to promote psycholog~cal awareness in 
two groups - d~rect vlct~ms of the armed confllct and people 
from marglnal communit~es lacklng bas~c soclal sewlces, 
bath In the rural and urban areas Services have been 
dlrected towards preventwe mental health activ~tres, focusing 
on residents and community leaders, school children, 
parents, teachers, assoc~ations and thew members utilizing 
psychological awareness, tralnlng, communication, and 
promotron approaches 
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Crlterla Used In Class~fymg the Target Population In the Rlsk Factor Scale 

FAMILY PSYCHOSOCIAL 
ENVIRONMENT ENVIRONMENT 

.Single parent household 
(biologcal or extended 
family) wlth absentee 
motherlfather, 5 slbllngs 

total 

430th blologlcal parents, 
3 s~bhngs total 

skills 

D~ff lculty wlth verbal 

expression 

Posslble vlctim of neglect 
abuse 

Hyperactive, aggressive 

behavior 
Possesses normal social 

Aggressive behawor 
Low self esteem 
Poor soclal skllls 
Deflclent lnterfamlly 
communlcatlon 

Vlctlm of neglectlabuse 

C 
ECONOMIC 
SITUATION 

-6h1ld doesn't work outs~de 
home 

Both parents work 

Mother at home 

-1nrorne above mlnlmum 
wage 

-Ch~ld works sporad~cally 
outs~de home for parent 
Parents or fam~ly 
member workrng/one 
adult f~gure stays at 
home 
Farn~ly Income IS at 
mlnlmum wage 

D 
HEALTH 

Child wlth average 
helghtl we~ght for age 

House wlth electrlclty 

lack of potable water 
6anltary Idtrnes 
.No ~llness other than 
normal ch~ldhood 
allments 
Has balanced dlet 

.He~ghtlwe~ght below 
normal for age 
Lmted access to 

potable water 
Unsanitary latrrnes 
Ch~ld suffers problems 

related to Intestinal 
resp~ratory, skln 
dlseases 

Lack of balanced dret 

E 
EDUCATION 

-Child In school 

-Chronologaal grade level 

compat~ble 

-Makes average grades 
-May have d~ff~culty w~th 
readmg or wrrtmg 

-Has organ~zed/unorga- 
nized play time 

Chlld wlth lnconsrstent 
attendance In schooll 
h~gh absenteeism 

-Has repeated one or more 
grades 

Out of place wrth chrono 
logical age and grade 
level 
Makes poor grades, 

demonstrates learnmg 
dlfflcultles 
Lrmrted play opportunltles 

F 
COMMUNITY 

ENVIRONMENT 

-Lwes In stable 

nelghborhood 

-Beer and/or crgarettes available 

In ne~ghborhood stores 
-No vrs~ble drug abuse 

problem among lnhabltants 
of the ne~ghborhood 

-Access to local securlty 
(law enforcement polrce) 

Access to community 

support groups 

-Llvlng In transltlon 
nergliborhood 

Beer and101 clgarettes and hard 
llquor avarlable In most 
nelghborhood stores 

-One or more bars (cantmas) 
nearby 

-Vlslble substance abuse 
among adults dnd youth 

population 

-Access to local securlty 

(law enforcement poke) 

LmIed access to 
communrty support groups 



A 
FAMILY 

ENVIRONMENT 

Smgle parentlguard~an 

not brologaal, more 

than fwe children 

No parentlno guardran, 
the gang IS the famlly, 
lwes n streets or slum 
housmg 

B 
PSY CHQSOCIAL 

WELL BEING 

Ant1 soc~al behavlor 

Poor self Image 
Vlctlm of emotlonaU 
phys~cal abuse 
Tendenc~es to vlctlm~ze 

others physrcally 
Poss~ble flrst time 

offender 

Ant1 soc~al behav~or 

V~ctlrn of physrcaU 
emot~onal abuse 
In confl~ct w~th the law 
Ernotlonally unstable 
Needs professional 

treatment 
Vlct~rn of abuse 
No self esteem 

ECONOMIC 
SlTUATlON 

- Chdd works full t~me 1n1 
out of home 

Adult f~gure maylmay not 

work 

-Income below mlnrmum 
wage 
Probable v~ctlm of 
exploltatlon 

Chdd supports hlrdhersel 
V~ctrm of explortatlon 
-Earns mrnlmum wage or 
less through rlllc~t or 
rllegal means 

D 
HEALTH 

Stunted growth 
No access to potable 
water/consumes con- 

tammated water 
.Overcrowded unclean 

lrvlng quarters 
.Llwng quarters shared 
w~th an~mals 
Constant lntestlnal, 
resp~ralory and skrn 
d~sorders 
Poss~ble lnfect~ons 
related to serually 
transmrlted d~seases 

+4utr1tronal def~c~enc~es 
Anemrc 
Varlety of ~llness related 
to envrronment 
contamlnatlon 

.Needs treatment for 
sexually transmrtted 

diseases 
Poss~ble permanent 

damage from lack of 
treatment 

Phys~cal/sensor~al 
disab~lity - 

EDUCATION COMMUNITY 
ENVlRONMENT 

-Sem rlhterate school 

drop out (for 1 or 2 years) 
-Learning drsabr11,y 

-ILo organ~zed play 
opportunrtles 

-Lrmited recreatronal 
opportunltles 

-Some vocat~oqal sk~lls 

-Semi rlllterate or rlllterate 
-School drop out (more 
than 2 years) 
Never attended school 

-No vocatronal skrlls 
No access to healthy 

recreatlon 

-Llv~ng In overcrowded 

semi urban slum settlngs 
Presence of one or more 

gangs 
Drugs alcohol and other 

substances avarlable from 
a variety of sources 

lnsuff~clent publlc securlty 
-Absence of commun~ty 
programs for substance 
abuse 

L~ves In puhlrc places 
Shares one room/shelter 
with 5 - 10 others 
Ne~ghborhood 

characterrzed by hrgh 
level of v~olence 

Ample access to drugs 

alcohol and other 
substances 
Publlc security virtually 
absent 



ANNEX 3 

EDUCATION/WECREATION COMPONENT 
FLOWCHART 

EDUCAll6NIRECREATiOM COMPONENT 

Objective 

Improve learning ab~l~ties of the target population 
through partrc~parrve educat~on programs 

FORMAL EDUCATION PROGRAMS 

1 Educational tutonng 
2 Learn~ng Drsab~lit~es 
3 Literacy Programs 
4 Scholarships for formal education 
5 Enrollment of ch~ldren rn formal 

education centers 

ACTIVITIES FOR NORMAL EDUCATION 

1 Coordinatilon with cultural and 
educational inst~tutrons 

2 Psycho-pedagogic evaluations 
3 Community education campaigns 
4 Follow-up and progress monitonng, 

and attendance of children rntegrated 
rn d~fferent formal education programs 

NON-FORMAL EDUCATION PROGRAMS 

1 Vocational Counseling Program 
2 Outreach programs on workr~g 

chrldren's r~yhts 
3 Training of Trainers Program 

(Volunteers, Teachers, and Parents) 
4 Enrollment of chrldren In vocatrofial 

workshops w~thrn and outs~de the NGO 

4CllVITIES FOR NON-FORMAL EDUCATION 

1 Coordination with pnvate enterprises 
2 Follow-up and progress monltor~ng of 

ch~ld part~clpation in non-formal education 
programs 



ANNEX 4 

HEALTH COMPONENT FLOWCHART 

HEALTH COMPONENT 

Improve physcal and mental health 
of the target population through 
preventwe and curatrve programs 

-- - 

PHYSICAL HEALTH 

Medrcal Attention 

*Medical Exammatrons 
Laboratory Exammatrons 

*Health Campaigns 
*Vaccination Campaigns 

PREVENTIVE ACTIONS 

*Health Campargns 
Preventwe Programs In physical 
health 

*Adult Education Programs 
*Trarning on physrcal health Issues 
for communrty volunteers 

INTER-INSTITUTIONAL COORDINATION 

*Health Unit In Sonsonate 
Health Unrt in San Anton10 del Monte 

*Direct coordination with AGAPE'S 
health programs 

*Coordinat~on w~th the Sonsonate 
Department Un~t 

MENTAL HEALTH 

Psvcholoa~cal Attention 

*GroupThsrapy 
Family Therapy 

*IndwidualTherapy 
*Adult Educatron Programs 

PREVENTIVE ACTIONS 

*Self-esteem Module 
Mental Health Module 

*Conflict Resolut~on Module 
*Sacral Skills Module 
*Values Module 
*Prevention Program on Drugs 
*Prevention Program on Gangs 
*Tra~ning Program for Commun~ty 
Volunteers 

I 

INTER-INSTITUTIONAL COORDINATION 

*Adjunct Agency for Chddren's Rights 
*Family Court 
*National C~v~lran Police (PNC) 
*Sari Anton10 del Monte C~ty Hall 
*SSSI Health Educators 
*ADESCO Jardinesdel Mrrador 



ANNEX 5 

COMMUNITY PARTICIPATION COMPONENT FLOWCHART 

I COMMUNrPl PARTlClPATlON COMPONENT 

Achieve actwe partrclpatron of comrnun~ty members 
In rhe programs or act~v~tres carr~ed out for a 

common goal 

ACTIVE GROUPS 

Children's Commlttee 
Mothers' Commlttee 
Parents' Comm~ttee 
Inter-l~stltutlonal Commlttee 
Support Comm~ttee 
School Commlttee 

INTER-INSTITUTIONAL COORDINATION 

Munlclpal~t~es from Sononate and 
San Antonlo del Monte 

Culture House 
M~n~stry of Health 
Churches 
Nat~onal C~v~ l~an Pohce (PNC) 
Students' clubs 
M~l~tary detachment 
Educational lnstltut~ons 
Ombudsmand for the Defense of Chlldren 

GUIDANCE ACTIONS 

Select~on 
Tralnrng 
Follow-up 
Mon~tonng 
Evaluat~on 

PROMOTIONAL ACTIONS 



ANNEX 6 

QUARTERLY AND ANNUAL INDICATORS 

EDUCATIONIRECREATION COMPONENT 

Benef~clarles who partlc~pated In l~teracy courses 

Scholarsh~ps (school/vocat~onal) awarded 

Beneflc~ar~es who attended school regularly 

Beneflc~arres who partrc~pated In tutorlng programs 

Benefic~ar~es who have show? rmprovement In the~r learnmg problems 

Boys/g~rls who completed and passed grade 

Benefc~ar~es who part~cipated In vocatlo~al tralnmg and outreach programs on workmg ch~ldren's 
r~ghts 

Beneflc~ar~es who have partmpated In sports, cultural, and recreat~onal actrv~t~es 

Number of volunteers who have part~c~pated In train~ng events 

Collaborators who supported the component actlv~tles 

Number of lnstitut~ons whlch supported tho education act~vlt~es 

Benefic~arles who have partmpated In d~scuss~ons related to this component 

HEALTH COMPONENT 

Benef~c~arles who have part~c~pated rr health educatroi actlvltres 

Benef~c~arles treated for ~ntest~nal parclsltlc illnesses 

Boys/g~rls whose nutr~t~onal level Improved 

Famll~es benef~ted by home v~s~ts 

Relatwes who part~c~pated In support groups for parents 

Beneflciarles from 6-18 years old In the h~gh risk category whose aggressive conduct decreased 

Beneflclarles who have decreased drug abuse 

Beneflclarres who have partmpated in actrvrtres agamst ch~ld abuse and lntrafam~ly v~olence 

Volunteers who have partmpated In tralnmg events supportmg thrs component 

Collaborators who supported th~s component 

lnstrtut~ons wh~ch supported the act~vitres of this component 



QUARTERLY AND ANNUAL INDICATORS 

COMMUNITY PARTICIPATION COMPONENT 

Benef~c~ar~es who part~clpated In act~v~t~es that promote Ch~ldren's R~ghts 

Benef~c~arres who part~clpated In Ch~ldren's Comrn~ttees 

Benef~clartes who partlc~pated In act~vitles organized by the Chddren's Comrntttees 

MotherdFathers organ~zed In comrn~ttees 

Persons who partlc~pated In Cornrnunlty Assembiles 

Persons who pal-mpated In supporl comrn~ttees 

Vol~nteers who part~crpated In tramng events supportmg th~s component 

Collaborators who supported th~s cowponent 

lnstltut~ons wh~ch partlc~pated In ~nter-lnst~tut~onal comrn~ttees 

Benef~clar~es who part~c~pated In dlscusslons 



ANNEX 7 

ACHIEVEMENTS OF THE HEALTH COMPONENT 
1995 through September, 1998 

INDlCATORS BENEFICIARIES 

Beneflc~ar~es who received med~cal 
treatment 
Bensflc~aries who part~c~pated In health 
educatm act~v~t~es 
Benef~c~ar~es treated for ~ntest~nal parasltrc 
rllnesses 
Boys/g~rls whose nutr~tlonal status 

component 
Collaborators who supported th~s 

th~s component 1 I 

1995 
* 

* 

* 

* 

component ! 
lnst~tut~ons which supported the act~vlt~es ot I * 

* Data not ava~lable 

* 

32 

120 427 112 

1996 

345 

~mproved I 

60 

Volunteers who have partmpated In 
tramng ebents or supported the health 

13,200 28,074 1 7,809 

360 1,164 2,604 

360 2,126 2,604 

1997 

655 

* 

1998 

2,500 



ANNEX 7 

ACHIEVEMENTS OF THE COMMUNITY PARTlClPATlQN 
COMPONENT 

1995 through September, 1998 

INDICATORS BENEFICIARIES 

1995 

Part~crpatlng volunteers 

1996 1 1997 

Boys/glrls partrctpat~ng In commlttees 

* 

Parents partlc~patlng In commlttees 

lnstltutrons partrc~patlng In comm~ttees 

1948 

* 

People partlc~patlng In commun~ty 

TOTAL 

59 

* 

* 

assemblres 
People partlcipatlng In actlv~tres to I 

I 
* 

project act~v~ties I I I I 

60 

* 

promote ch~ldren's rights 
Number of collaborators supportmg 

* Data not available 

21 7 

5,850 

1,244 

60 ' 755 

1,200 

* 

167 
1 

1 
608 

83 64 

2,115 

14,064 

- 
443 

1,423 

420 273 

48 

1 0,338 30,252 

753 409 1,210 



ANNEX 7 

ACHIEVEMENTS OF THE EDUCATION COMPONENT 
1995 through September, 1998 

INDICATORS 
I 

BENEFllClARlES 

Benef~c~aries who have part~c~pated ~n l~teracy 
courses 
Beneflc~ar~es attending school 
Benef~ciar~es who completed and passed 

1995 

grade 
Benef~c~ar~es who received scholarshrps 

80 
40 

(school/voeatronal) 
Beneflc~aries who part~c~pated in tutormg 

1996 

1 35 

7 

activlt~es I 
Benef~c~ar~es whose learnlng problems have I 80 

360 
234 

80 

improved 
Benef~cmes who partmpated ~n vocational 

Volunteers who partic~pated Ir training events [ * 1 28 1 56 1 348 

1997 

155 

76 

1 42 

tra~nlng and outreach programs on workmg 
ch~ldren's r~ghts 
Benef~c~ar~es who part~cipated ~n sports, 
cultural. and recreat~onal act~vitres 

1998 

138 

500 
450 

283 

27 

500 
342 

29 1 

391 . 568 

353 

80 

of the component 
Collaborators who supported the component 

TOTAL 

732 

464 

30 

activ~t~es 
lnst~tut~ons wh~ch supported the component 
actlv~tles 
Benef~c~arles who partlclpated In talks related 
to thls component 

* Data not avadable 

275 

* 

290 

* 

* 

309 

2,567 

35 

4,139 

10 

1 80 

151 269 

125 

8,049 

158 

9,206 



ANNEX 7 

ACHIEVEMENTS OF THE MENTAL HEALTH COMPONENT 
1995 through September, 1998 

I INDICATORS I BENEFiClARlES 1 
I 1 1995 1 1996 1 1997 1 1998 1 TOTAL ) 

I 

' Benefic~ar~es who part~c~pated in health 
education act~v~ties 
Benef~c~aries whose behaworal problems 
decreased - 
Benef~c~ar~es who demostrated ~mproved self- 
esteem 
Benef~c~aries who partmpated ~n act~v~t~es to 

80 

60 

60 

' decrease drug abuse 
Volunteers who partlc~pated in traln~ng events 

I Collaborators who suppolt thls component 

I I 
16 1 33 1 75 

inst~tutrons which supported act~vit~es of thls 
corn onant 

* Data not ava~lable 

* 
* 

Beneficiaries who part~c~pated in act~vit~es / 209 1 I l l  16 
against child abuse and ~ntrafamily 
violence 

360 

288 

288 

44 
I 

13 1 

I-- 69 
116 

* 

2,417 

644 

800 

7,651 

468 

735 

168 , 

5,601 

20,508 

1,460 

1,883 

8 39 

13,013 1 9,939 



PROCIPOTES' ORGANIZATIONAL CHART 

DISPLACED CHILDREN 
AND ORPHANS FUND - 

MSCUES I I Project D~recPor I 

ADMINISTRATIVE 
DIVISION 

Administrative Driver1 
Assimant Support Messenger 

IMPLEMENTING 
NGOs (5)  

I TECHNICIANS (30) I 

TECHNICAL 
DIVISION 



TRAINING GIVEN TO NGO TECHNICIANS 

The Olof Palme Foundat~on 

FACILITATORS 
Prrvaie consultants 

MAY 

PLACE 
FUSAL NGOIConference Center 

MONTH 
FEBRUARY 

Alternat~ve pedagogy, approachmg parents of 
workmg chddren, health problems among the 

street ch~ldren, treatment of adolescents under the 
mfluence of psychotroprc substances 

MARCH 

APRIL 

JUNE 

JULYIAUGUSI 

NOVEMBER 

TRAINING 
Standard~zat~on Cntena and Strateg~c Plannmg 

OCTOBER 

Reportrng procedures for techn~cal cnter~a, 

Standard~zat~on of Techn~cal Crrtena and Strateg~c 
Plannmg 

JANUARY 

FEBRUARY 

managerral tutoring, psycholog~cal treatment 
plans and programs 

Normal and abnormal psychoernot~onal 
development of ch~ldren and adolescents 

Appl~catron of psycholog~cal tests 

Techn~ques for the development of programs 
target~ng learnmg d~sab~l~t~es 

Leadersh~p tra~nmg 

Serv~ng hrgh r~sk and crws populat~ons 

1997 Strateg~c Plannmg 
I 

Loyola Ret~rement House 

Br~sas del Carmelo Convent 

FLdSAL NGOIConference Center 

FUSAL NGOIConference Center 

PROSAMI Techn~cal Dlv~sron and 
Private consultants 

At fac~lrtator's locatlon 

San Antonlo, Texas, USA 

1 orosoz Guest House 

PROCIPOTES Techn~cal Drv~sron and 
Prrvate consultants 

Pr~vate consultants 

Pr~vate consultants 

PROCIPOTES Technrcal D~v~sron 

CAPS Scholarshrp Program 

PROCIPOTES Technrcal D ~ v ~ s ~ o n  

PROCIPOTES Technical D~v~sron 



TRAINING GIVEN TO NGO TECHNICIANS 

I APRIL I 
MAY 1 

TRAINING 
Standardlzatlon of Technical Criteria 

Community Participation and Sustainablllty 

Semmar on psychological and pedagogical 
methods and techniques for worklng wlth 

street ch~ldren and at rlsk children 

Education on Communitv Health 

1997 
PLACE 

Torogoz Guest House 

Torogoz Guest House 

FUSAL NGOIConference Center 

At facilitator's location 

FACILITATORS 
PROCIPOTES Technical Divisron 

PROCIPOTES Technical Divis~on 

COVENANT HOUSE - Honduras 

PROCIPOTES Techn~cal Division 

APRIL I Counterpart Contr~bution Workshop I At fac~litator's locatlon I PROCIPOTES Technical Division 

1998 

SEPTEMBER Fathers' parental respons~b~lit~es 

MARCH 

At facilitator's location 

At facilitator's location Working w~th Volunteers 

Prlvate Consultant 

PROCIPOTES Technical Divlslon 

SEPTEMBER I Leadershio and Oraanlzational Develooment I FUSAL NGOIConference Center I PROCIPOTES Technical D~vlslon 



ANNEX 10 

PROJECT OBLIGATIONS AND EXPENDITURES 
For the Perlod September I994 through December 1998 

Line Item Obhgat~ons Expend~tures Balance Remarnmg 

Training $541,828 $565,468 -$23,640 
Technlcal Assstance $254,358 $282,414 -$28,056 
Personnel $659,688 $61 0,464 $49,224 
Commod~ties $1 26,423 $1 08,865 $1 7,558 
Program Admlnistratron $323,203 $298,722 $24,481 

(A) (8) I 
Total USAlD $1.905.500 $1,865.933 $39,567 I 

COUNTERPART CONTRIBUTIONS 
Projection Actual Actual Contrrbut~ons 

Csntrr butrons over Project~on 

(C) (Dl 
Counterpart Contri butlons $253,653 $326,628 $72,975 

I 

Total Project $2,159,153 - $2,192,561 Y 
(B+C+D) 


